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PAS 55-2:2008

Foreword

This part of PAS 55 (PAS 55-2) contains guidelines for the application of PAS 55-1.
Please note that the terms and definitions are contained in PAS 55-1, and are not
repeated in this part. The presentation style is similar to that adopted in BS EN SO

9004 and OHSAS 18002.

The requirements specified in PAS 55-1 are
reproduced in the outlined boxes and the
associated guidance appears beneath these boxes,

Consultation

This PAS has been developed in consultation with a
large number of organizations and individuals that are
active and proficient in the field of asset management
{see Acknowledgements).

Publishing information
This PAS comes into effect on 15 September 2008.

This PAS has been prepared and published by 85,
which retains its ownership and copyright. BSI reserves
the right to withdraw or amend this PAS on receipt of
authoritative advice that it is appropriate to do so.
This PAS will be reviewed at intervals not exceeding
two years, and any amendments arising from the
review will be published as an amended PAS and
publicized in Update Standards.

This PAS is not to be regarded as a British Standard,

Supersession

PAS 55-1:2008 and PAS 55-2; 2008 supersede

PAS 55-1:2004 and PAS 55-2:2004, which remain
current and obsolescent until 1 March 2010 when
they will be withdrawn,

NOTE Obsolescence is declared where the content of a
standard, which is superseded by new provisions {in the
form of a new standard), stiff retains a commercial need
or relevance (to a specific technology, industry or process).
The document is superseded but it is not withdrawn.

Information about PAS 55:2008

PAS 55-1:2004 and PAS 55-2:2004 have been fully
revised as follows:

The revision of PAS 55-1:2004 introduces the following

principal changes: :

» The term “infrastructure” has been removed from
the title of the PAS;

¢ The Foreword and Introduction have been revised;

= Figure 1 has been transferred and adapted from
PAS 55-2:2004,

« Figures 2, 4 and 6 have been revised and Figures 3
and 5 are new;

+ New definitions have been added, and existing
definitions revised; :

+ Asset management objectives and asset management
targets are now jointly referred to as asset
management objectives, and their definition has
been revised accordingly (see 3.5);

The section on Asset management plan(s) (see 4.3.3)
has been extended to more clearly identify the
requirements for optimizing plans and the
interaction between life cycle phases;

The requirements for emergency preparedness and
response have been extended to include continuity
planning and the section has been renamed
*Contingency planning” (see 4.3.4);

A new section "Asset management enablers and
controls” {see 4.4) has been created to consolidate
the generic requirements of; structure, authority and
responsibilities; training awareness and competence;
communication, participation and consultation; asset
management system documentation; information
management; risk management; legal and other
requirements; and management of change;

New requirements have been introduced for
Communication, participation and consuitation
{see 4.4.4);

Information management (see 4.4.6) brings together
the requirements of the previous clauses for
“Document, data and information control” and
“Asset management information system™;

-
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« Management of change is discussed in a separate
clause (see 4.4.9);

+ The requirements in the former *Operational
control” have been divided between
“Implementation of asset management plan{s)”,
“Management of change” and "Asset management
system documentation”;

“Implementation of asset management plan{s)” has
been expanded to address the Life cycle phases of
managing assets {see 4.5);

New reguirements for Evaluation of compliance have
been introduced (see 4.6.3);

“Checking and corrective action” has been renamed
“pPerformance assessment and improvement”

{see 4.6), with the structure for the sub-clauses
adapted from those described in PAS 99 and 150
Guide 72; and

+ New requirements have been introduced for
Management review {(see 4.7).

*

-

L3

irt addition to the above changes made to PAS 55-
1:2004, the revision of PAS 55-2:2004 introduces the
following principal changes:
+ The Introduction has been revised;
» Figures 1, 2 and 3 from PAS 55-2:2004 have been
revised and now appear as Figure 1, 2 and 4 In
PAS 55-2:2008. Figures 3 and 5 are new additions
to PAS 55-2:2008;
+ New guidance has been introduced for Contingency
planning {(see 4.3.4); and

* New guidance for Evaluation of comphance has been
introduced (see 4.6. 3)

PAS 55-2:2008

Presentational conventions

The requirements of PAS 55-1 are reproduced in
outlined boxes. Explanatory guidance, commentary on,
and general information about, these reguirements is
presented in roman (i.e. upright) type. Supplementary
notes and further guidance are presented In smaller,
italics font.

The word “should” is used to express recommendations
within PAS 55-2, The word “may” is used in the fext to
express permissibility, e.g. as an alternative to the
primary recommendation of the dause, The word
*can” is used to express possibility, e.g. a consequence
of an action or an event.

- Notes and commentaries are provided throughout the

text of this PAS, Notes give references and additional
information that are important but do not form part
of the recommendations. Commentaries give
background information.

Contractual and legal considerations

“This publication does not purport to include ali the

necessary provisions of a contract. Users are responsible
for its correct application.

Compliance with this PAS cannot confer Immunity
from legal obligations.

© BY September 2008
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PAS 55-2:2008

0 Introduction

0.1 What is asset management?
PAS 55-1 defines asset management as:

systematic and coordinated activities and practices
through which an organization optimally and
sustainably manages its assets and asset systems,
their associated performance, risks and
expenditures over their life cycles for the purpose
of achieving its organizationa! strategic plan

This definition of asset management represents a
significantly greater scope than just the maintenance
or care of physical assets, and is closer to the central
purpose of an organization. Good asset management

o
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considers and optimizes the conflicting priorities
of asset utilization and asset care, of short-term
performarnce opportunities and long-term
sustainability, and between capital investments and
subsequent operating costs, risks and performance.
“Life cycle” asset management is also more than
simply the consideration of capital costs and operating
costs over pre-determined asset “life” assumptions.
Truly optimized, whole life asset management
indudes risk exposures and performance attributes,
and considers the asset’s economic life as the result
of an optimization process (depending upon the
design, utilization, maintenance, obsolescence and
other factors),

© BS! September 2008
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PAS 55-2:2008

0.2 Dimensions of joined-up asset management

Asset management is an holistic view and one that
can unite different parts of an organization together
in pursuit of shared strategic objectives, PAS 55-1
identifies key principles and attributes of successful
asset management {see Figure 1). These can be
explained as follows:

* halistic: looking at the whole picture, i.e, the
combined implications of managing all aspects
(this includes the combination of different asset
types, see Figure 3, the functional interdependencies
and contributions of assets within asset systems, see
Figure 4, and the different asset life cycle phases
and corresponding activities), rather than a
compartmentalized approach;

systematic: a methodical approach, promoting
consistent, repeatable and auditable decisions
and actions;

systemic: considering the assets in their asset system
context and optimizing the asset systems value
{indluding sustainable performance, cost and risks)
rather than optimizing individual assets in isolation;

-

-

»

risk-based: focussing resources and expenditure,
and setting priorities, appropriate to the identified
risks (see 4.4.7) and the associated cost/benefits;

optimal: establishing the best value compromise

{see 4.3.3.2) between competing factors, such as
performance, cost and risk, associated with the assets
over their life cycles;

sustainable: considering the long-term consequences
of short-term activities to ensure that adequate
provision is made for future reguirements and
obligations {such as economic or environmental
sustainability, system performance, societal
responsibility and other long-term objectives);

integrated: recognizing that interdependencies and
combined effects are vital to success, This requires a
combination of the above attributes, coordinated fo
deliver a jolned-up approach and net value.

-

Figure 1 - Key principles and attributes
of asset management

vi
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0.3 Enablers for good asset management

The following enabling elements are also
considered to be essential for the successful
implementation of these principles:

* an organizational structure that facilitates the
implementation of these principles with dear
direction and leadership;

¢ staff awareness, competency, commitment and
cross-functional coordination;

» adequate information and knowledge of asset
condition, performance, risks and costs, and the
interrelationships between these.

PAS 55-1 indicates that good asset management
requires coherent direction and guidance from

top management-and delivery by appropriately
empowered and competent employees. Unless a
clearly articulated organizational direction and set of
priorities are provided, 1t is very difficult to determine
how best to manage the assets. Conflicting priorities
and messages, andfor the lack of staff understanding
of such aspirations, or the fack of cross-functional
collaboration to deliver them, can lead to inefficient
and ineffective working and wasted effort and
resources, as well as considerable frustration and
de-motivation. For some organizations this may require
a change in culture, new behaviours and ways of
thinking. There are, therefore, a number of important
*enablers” for good asset management {explained
further in 4.4). These have a significant influence on
the effectiveness and efficiency of an asset
management system and include:

¢ structure, authority and responsibilities;

+ outsourcing of asset management activities;

« {raining, awareness and competence;

* communication, participation and consultation;
+ asset management systerm documentation;

¢+ information management;

s risk management;

* legal and other requirements;

* management of change.

0.4 Decision making in asset management

Good dedision making is also vital in joined-up asset
management. This requires adequate information
about the assets and their associated strengths,
weaknesses, opportunities and threats. In particular,

it is Important to understand the relationship between
asset management activities and their actual or
potential effect upon short-term and long-term costs,

risks, performance and asset life cycles (or asset system
sustainabifity). Only then can informed decisions be
made about the optimal mix of life cycle activities (such
as design/selection, acquisition/construction, utilization,
maintenance, renewal, modificationfenhancement,
decommissioning or disposal). In many organizations,
there are will be more potential tasks to carry out than
resources, time or budgets will permit. The continuous
optimizing and prioritizing of tasks and plans are a
way of life for such organizations.

There are numerous tools and methodologies
associated with asset management that are widely
available and employed by organizations. Such tools
include value engineering, life cycle costing, reliability
centred maintenance, risk based Inspection, total
productive maintenance, cost/risk optimization, etc.
However, it is essential for organizations to recognize
that good asset management cannot be achieved
successfully through the use of these tools alone,

and no single such tool can address, control or solve
all the problems,

0.5 Asset-related risks

Where possible, performance requirements and
significant risks, such as asset failure, need to be
guantified in financial terms to enable like-for-like
comparison and for the associated expenditure to

be set accordingly. For example, in some instances it
could be more cost effective to allow an asset to run
to failure, whilst in other cases an Increase in
maintenance expenditure or capital investment might
be more appropriate. It is not always possible to place
a direct monetary value on the risks or performance
associated with asset related expenditure. However,
organizations can do so indirectly by turning the
question around and asking, for example, "What
would we be prepared to pay to avold harm to our
reputation?”.

0.6 Sustainability

Sustainable development is an Increasingly important
consideration within this overall context. in this
respect, sustainable development is concerned with
ensuring an appropriately long-term approach to
econoric activity, environmental responsibility and
social progress. This is set out more fully in BS 8300.

The reasons for this increasing importance can be
found in the strong links between effective asset
management and long-term sustainability in several
manifestations;

= Effective management of a nation’s infrastructure is
an underlying component of successful economies.
Without appropriate development of this

vii
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infrastructure over time, the economy will suffer.

» Asset managing organizations can have a huge
impact on the environment. This is true from the
viewpoint of the raw materials they consume
{whether it is water resources, fossil fuels or other
raw materials used) or the emissions released in the
construction and operation of these assets (both in
the form of waste materials and greenhouse gases
that may contribute to climate change).

Physical infrastructure assets provide a foundation
stone of societal development, delivering power and
warmth, water and sanitation, and the building
structures and transport links that allow society to
flourish. As such, physical assets are a key enabler

for many social structures. Much of this infrastructure
is of long life and delivers service from one
generation to the next, helping to ensure that

these societal structures are enduring.

0.7 Asset management challenges

In order to achieve its organizational strategic plan
and provide the assurance its stakeholders seek, an
organization needs to ask, and to be able to answer,
the following key questions:

* Do we know what {existing) assets we have, where
they are, what condition they are in, what function
they perform and thelr contribution to value? Do we
know the quality of this information?

¢ Do we know what we want from our assets in the
short, medium and long-term?

» Can our assets deliver our asset management
objectives cost effectively?

¢ Are we getting the most value from our assets? (How

could we get more value for money from them?)
¢ Do we have enough capability {(or over capacity) in

our asset portfolio? Have some assets or asset systems

become redundant, underused, unprofitable or
160 expensive?

* Are we confident that the risks of our assets causing
harm to people and the environment are tolerable
and at organizationalflegally accepted levels?

+ Is our asset-related expenditure {capital investment
and operating costs) insufficient, excessive or optimal
and correctly assigned across the asset portfolio?

s Can we readily evaluate the benefits (performance,

risk reduction, compliance, sustainabiiity) of proposed

work or investment and, conversely, quantify the
total impact to the organization of not performing
such work, not investing or delaying such actions?

= Are we allowing future problems to develop (such
as performance deterioration, risks, expenditure
requirements) in our efforts to obtain short-term
gains?

PAS 55-2:2008

+ Have we given due consideration to the other
aspects of the organization that affect our asset
management plan(s), such as people, knowledge,
finance and intangible assels? Conversely, have we
considered the impact of our asset management
plan{(s) on these other aspects?

« Do we review the appropriateness of our asset
management strategy in the light of changes in the
operating, regulatory and financial environment?

s Are we continually improving our asset management
system performance, and reslizing the benefits of
the improvements? Do we know what and where
improvements will be most effective?

* Do we have the necessary asset management policy,
strategy and plan to ensure that we manage our
assets in a sustainable way?

* Does our approach to sustainable management of
the assets take appropriste account of the needs
of our stakeholders and are we open in our
communication with these stakeholders?

+ Are the working conditions, skills and wellbeing of
our employees and contracted service providers
given appropriate consideration? )

¢ Are we optimizing our asset management process{es)
and/or procedures in the light of the latest
developments in technology and innovation?

¢ Can we answer all of these guestions confidently,
with a clear audit trail, and demonstrate the answers
to our stakeholders?

viii
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0.8 Types of assets

This PAS is focussed primarily on the management of
physical assets, and other asset types are therefore
only considered in this PAS insofar as they affect the
optimal management of the physical assets. These
interdependences are extremely important in the
holistic delivery of asset management objectives

and, ultimately, the organizational strategic plan.
These asset types, the scope of PAS 55, and the vital
understanding of business context are illustrated

in Figure 2. The asset management system should
recognize such interdependencies and make
appropriate provision for the indirect "enablers” that
are required to optimize the value of physical assets,
Conversely, organizations that are heavily dependent
upon physical assets should also recognize that
deficiendies in the management of other asset types
may have a profound impact on the overall or long-
term performance of their physical assets and thus

their organizational performance. Such organizations
should recognize that all assets will need to be
managed in an integrated and holistic manner.

For example:

« human assets: the behaviours, knowledge and
competence of the workforce have a fundamental
influence on the performance of the physical assets;

» financial assets: financial resources are required for
infrastructure investments, operation, maintenance
and materials;

« information assets: good quality data and
information are essential to develop, optimize and
implement asset management plan{s);

o intangible assets: the organization’s reputation and
image can have a significant impact on infrastructure
investment, operating strategies and associated costs.

Figure 2 - Focus and business context of this PAS in relation to the other categories of assets

Vital context: business objectives, policies, regulation,
performance requirements, risk management

Important interface: motivation,
communication, roles and
responsibilities, knowledge,
experience, leadership, teamwork

Important interface: life cycle
costs, capital investment criteria,
operating costs, value of asset
performance

Important interface: reputation,
image, morale, constraints,
soctal impact

Important interface: condition, performance,
activities, costs and opportunities
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0.9 The asset management system

An integrated asset management system is vital for
organizations that are heavily dependent upon
physical assets in the creation or delivery of their
services or products. Large numbers of assets, or
diversity characteristics of assets and asset systems,
particularly in an environment of conflicting
stakeholder expectations, further increase the
importance of having a systematic approach to
managing the asset portfolio.

There are different levels at which asset units can

be identified and managed - ranging from discrete
equipment items or components to complex functional
systems, networks, sites or diverse portfolios (see Figure
3). Many organizations identify assets as equipment
units {sometimes referred 1o as "maintenance
significant items” ~ the unit at which maintenance
tasks or work orders are directed), whereas others

use the term to describe functional systems or even
integrated business units. It does not matter at what
such level an asset unit is identified, provided that:

« the organization’s goals and strategic priorities are
directly reflected in the asset management plan{s};

o the asset life cydle costs, risks and performance are
considered and optimized. (This will usually require
definition of dlear asset boundaries for measuring
performance, life cycle expenditures and attributing
associated risks.);

¢ the aggregations of assets {through integrated asset

PAS 55-2:2008

systems} and contributions of value {(as part of
the organization’s portfolio) are managed in a
coordinated and consistent manner;

+ all parts of the organization understand and use
the same terminology in relation to the assets,
their components and thelr asset system groupings
or aggregations,

As explained in PAS 55-1, this hierarchy brings
challenges and opportunities at different levels.

For example, discrete equipment items may have
identifiable Individual life cydes that can be optimized,
whereas asset systems may have an indefinite horizon
of required usage. Sustainability considerations should,
therefore, be part of optimized decision making. A
larger organization may also have a diverse portfolio
of asset systems, each contributing to the overall goals
of the organization, but presenting widely different
investment opportunities, performance challenges

and risks. An integrated asset management system

is therefore essential to coordinate and optimize the
diversity and complexity of assets in line with the
organization’s objectives and priorities.

The asset management focus will tend to differ at the
various levels of asset integration in an organization.
Figure 3 shows examples of priorities that might be
evident at the different levels of asset integration
and management. S

Figure 3 — Levels of assets and their management

Typical priorities and concerns
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management
system
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Increasingly, stakeholders (such as customers, the
public, regulators and shareholders) are seeking
assurance that the asset management systerm will
deliver safety, continuity of service and finandal
performance. Organizations are ever more sensitive to
the impact that adverse public opinion and negative
publicity can have on their business when assets or
asset systems fail. For most organizations, therefore,
establishing, implementing and maintaining a formal
asset management system is increasingly becoming

a necessity rather than an option, and PAS 55 can
facilitate this. ’

An asset management system is primarily designed to
support the delivery of an organizational strategic
plan, in turn aiming to meet the expectations of a
variety of stakeholders. The organizational strategic
plan is the starting point for development of the asset
management policy, strategy, objectives and plans.
These, in turn, direct the optimal combination of

life cycle activities to be applied across the diverse
portfolio of asset systems and assets {in accordance
with their criticalities, condition and performance).
This top-down connective thread Is a key feature of
‘an asset management system - the clear “line of sight”
from organization direction and goals down to
individual, day-to-day activities. Similarly, the bottom-
upwards monitoring of asset characteristics, problems,
risks and opportunities should provide the factual basis
for adjusting and refining realistic asset management
strategies and plans, through a process of continual
improvement. Furthermore, such asset management
realities should inform and influence the expectations
of stakeholders and the aspirations of the
organizational strategic plan.

The operational elements (Figure 4 shows such typical
elements) and processes of an asset management
system should be developed to enable such
connectivity, integration, total value optimization
and continual improvement.

i © BSI September 2008
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Figure 4 Typical elements of an asset management system

Stakeholder expectations,

mmmmmmumww internal and external
rlOutside the business drivers
: scope of PAS 55
i

New asset management related
methods and technologies

Xii

© BSI September 2008

SB GT&S_0466969



PAS 55-2:2008

There Is no explicit requirement for these elements to
be documented separately, and the requirements of
PAS 55-1 can be achieved through documents that
are not exclusive to asset management, However, the
dacumentation describing how physical assets will be
managed to achieve the organizational strategic plan
needs to be adequately informative and unambiguou
The asset management policy, in particular, mandates
the direction, principles and absolute requirements, -
and is a key driver for the asset management system.

© Bl September 2008
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1 Scope

This part of PAS 55 {PAS 55-2) provides guidelines

for the application of the requirements specified in
PAS 55-1, It provides guidance on the establishment,
implementation, maintenance and improvement of an
asset manasgement systern and its coordination with
other management systems.

PAS 55-2 does not prescribe mandatory approaches,
methods or tools for the implementation of

the requirements of PAS 55-1, but rather aids
understanding and implementation by means of
examples and iHustrations.

This part of PAS 55 does not create any additional
requirements fo those specified in PAS 55-1.

2 Reference publications

There are no normative references at present
(i.e. references indispensable to the full compliance
with this PAS).

Informative references (i.e. publications that provide
information or guidance) are listed in the Bibliography.
For dated references, only the edition cited applies.
For undated references, the latest edition of the
referenced document (including any amendments)
applies.

3 Terms and definitions

For the purposes of this part of PAS 55, the terms and
definitions given in PAS 55-1 apply.

© BSI September 2008 : 1
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I

4 Asset management system requirements

4.1 General requirements

The organization shall establish, document,
implement, maintain and continually improve an
asset management system in accordance with the
requirements of this PAS.

The organization shall define and document the
scope of its asset management system.

Where an organization chooses to outsource
any aspect of asset management that affects
conformity to the reguirements of Clause 4 of
this PAS, the organization shall ensure control
over such aspects in accordance with the
requirements of 4.4.2. ’

NOTE This PAS requires that organizations establish,

implernent and malintain an asset management policy,
strategy, objectives and plans. Figure § illustrates the
relationship between the organizational strategic pian
and these elements of the asset management system,

The above requirement is a general statement
concerning the establishment and maintenance of an
asset management system within an organization.
"Establish” implies a level of permanency and the
system should not be considered established until all
its elements have been demonstrably implemented.
"Maintain® implies that, once established, the system
continues to operate appropriately — this requires
active effort on the part of the organization. Many
systems start well but deteriorate due to lack of
review and maintenance. Several elements of PAS 55-1
(such as performance assessment and improvement 4.6,
and management review 4.7} are designed to ensure
active maintenance of the asset management system.

An arganization seeking to establish an asset
management system that conforms to PAS 55-1
should determine its current position with regard to
its asset management by means of a review (see 4.1.2).
In determining how it will fulfil the requirements

of PAS 55-1, the organization should consider the
conditions and factors that affect, or could affect, its
asset management; what policies it needs, and how
it will manage its asset management risks. The level
of detail and complexity of the asset management
system, the extent of the documentation, and the
resources devoted to it, are dependent on the nature
{size, structure, complexity) of an organization and
its activities.

4.1.1 Asset management system

Organizations seeking to establish asset management
systems that conform to PAS 55-1 should follow the
recommendations and guidance provided below.

a) The organization should establish and maintain an
asset management system that conforms to all of
the requirements of PAS 55-1. This should also assist
the organization in meeting legal, regulatory,
statutory and other asset management related
requirements that are applicable to it.

b} The level of detail and complexity of the asset
management system, the extent of documentation
and the resources devoted to it are dependenton
the size of the organization and the nature of its
activities. The system should be of appropriate
depth, detail and coverage to enable the
organization to meet all of the requirements of
PAS 55-1.

NOTE Some organizations cafl this an Asset Management
Regime or an Asset Management Business Model.

¢} An organization has the freedom and flexibility to
define the boundaries of the asset management
system and may choose to implement PAS 55-1 with
respect to the entire organization, or to specific
operating systems or units of the organization,
However, care should be taken in defining the
boundaries and the scope of the asset management
system. The scope of the asset management system
should cover the full portfolio of assets that
are required for the successful delivery of the
organizational strategic plan and not exclude any
assets or asset systems that are critical to the
business goals.

d) it is likely that the organization's asset management
system draws upon processes already in existence
and controlied within its quality, environmental
and health and safety management systems, etc.
While there is no need to establish a separate asset
management system In such cases, care should be
taken to ensure that processes work together to
form an effective overall system, and that there
is effective control of this entire system by the
relevant management and other personnel.

4.1.2 Review against PAS 55-1

An organization seeking to develop and implement an
asset management system which conforms to PAS 55-1
should conduct a review to compare the organization’s
current management of its assets against the
requirements of PAS 55-1 and determine the extent fo
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which these requirements are being met or whether
improvements can be made. Such a review should
map the requirements of PAS 55-1 against the
organization’s existing business processes to identify
alignments andfor variations in terminology between
the two.

The review will provide information which an
organization can use to identify if there are any
existing gaps in the asset management system with
respect to the PAS 55-1 requirements, and will

guide the organization in formulating plans for
implementing and prioritizing improvements, Note,
however, that compliance with all the requirements of
PAS 55-1 represents the minimum standard that should
be regarded as good asset management practice - it
does not represent “best practice”, and should not be
seen as a limiting goal (some organizations may need
or wish to exceed the requirements of PAS 55-1 in
thelr management of assets).

The aim of a review should be to consider how delivery
of the organizational strategic plan is supported by,
and reflected in the design of, the asset management
system. An organization should consider, but not limit
itself to, the following items within its review:

¢ the organizational strategic plan;
¢ legal, regulatory and other mandatory requirements;

PAS 55-2:2008

¢ identification and evaluation of the asset
management risks faced by the organization;

* existing asset management practices, process{es)
andfor procedure(s);

¢ the performance of the assets and asset systems
(including suitability, utilization, condition, longevity
and costs);

» feedback from the investigation of previous
incidents, accidents and emergencies;

* relevant management systems, competencies and
avallable resources {(internal and external).

A suitable approach to the review can include the

use of chacklists, interviews, direct inspection and
measurement, results of previous management system
audits or other reviews depending on the nature of
the organization’s activities. Where asset management
processes already exist, they should be reviewed for
adequacy against the requirements of PAS 55-1.

It is ernphasized that a review against PAS 55-1 s not
a substitute for the implementation of the structured,
systematic approach to asset management and
adoption of continual improvement processes as
described in 4.6 and 4.7. However, a periodic review
can provide additional inputs to the planning of
these processes. ‘
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4.2 Asset management policy

The organization’s top management shall
authorize an overall asset management policy.

The policy shall;

a) be derived from, and be consistent with, the
organizational strategic plan;

b) be appropriate to the nature and scale of the
organization’s assets and operations;

<) be consistent with other organizational policies;

d} be consistent with the organization’s overall
risk management framework;

€} provide the framework which enables the asset
management strategy, objectives and plans to
be produced and implemented;

f} include a commitment to comply with current
applicable legislation, regulatory and statutory
requirements and with other requirements to
which the organization subscribes;

g) clearly state the principles to be applied, such
as the organization’s approach to health and
safety or sustainable development;

h) include a commitment to continual
improvement in asset management and asset
management performance;

iy be documented, implemented and maintained;

I} be communicated to all relevant stakeholders,
Including contracted service providers, where
there is a requirement that these persons are
made aware of their asset management
policy-related obligations;

k) be reviewed periodically to ensure that it
remains relevant and consistent with the
organizational strategic plan.

NOTE 1 Organizations may choose to have a detailed
asset management policy for internal use which should
provide sufficient information and direction to drive
the asset management system (parts of which may be
confidential) and have a summarized (non-confidential)
version for dissemination to its stakeholders.

NOTE 2 Organizations may also have one or more
functional policies relating to specific asset
management activities, such as capital investment,
operation, maintenance or contracting. It is essential
however, that alignment is maintained between
such functional policies and the overall asset
management policy. '

Organizations seeking to implement the requirements
of PAS 55-1 on asset management policy, should
consider the recommendations and guidance provided
below:

a) The asset management policy plays a leading part
in driving the asset management system. The asset
management policy is @ means for top management
to communicate to its managers, employees and
stakeholders the organization’s position and
intentions with regard to asset management. It
provides a high level statement of the organization’s
prindiples, approach and expectations relating to
asset management. The asset management policy
should be seen as the same level of commitment as
an organization's safety policy.

For example, the policy might start with the
following:

We are committed to maximizing the return on

our shareholder’s investments through providing
high value services to our customers in a legally and
environmentally compliant and sustainable manner,
without compromising the health and safety of our
employees, customers or the public. We shall achieve
this by ...

The asset management policy provides the
framework around which the asset management
strategy, objectives and plans are developed and
implemented. The asset management policy should
be drafted in such a way as to be consistent with the
organization’s overall approach to risk management.

b} Top management should arrange for the production
of the asset management policy. The steps to
forming, implementing and malntaining the asset
management policy would typically be as follows:

« Identify the requirements of the organizational
strategic plan in terms of how it will be achieved
through the management of the physical assets,
and the principles that should be applied. These
should reflect the requirements and potentially
conflicting expectations of the organization’s
stakeholders.

+ The assel management policy should clearly
define how it facilitates, supports and enables
achievement of the organization’s vision, mission
and business objectives and align with the
organization’s other policies (such as safety and
environmental policies). It should consider risks,
objectives, strategy, constraints, boundaries,
timescales and responsibilities.

s identify all legal, regulatory, statutory and other
top management designated, mandatory asset
management requirements {i.e. it is usual to
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include a compi%ancé statement in the asset
management policy).

« Develop and agree the draft asset management
policy at top management level, ensuring it is
consistent with the organizational strategic plan.

¢ Discuss the draft policy with the organization’s
relevant managers, employees and other
stakeholders. Amend accordingly to achieve an
appropriate level of consensus.

« Ensure the policy is worded in a form and style
that can be understood by all those to whom it
is to be communicated.

« Communicate the asset management policy to
the relevant managers, employees and other
stakeholders. This can be achieved by posting the
document on notice boards, intranet, internet
and by face-to-face activities such as briefings,
mestings, etc. Many organizations display the
policy prominently within their premises. Others
use electronic means, e.g. via an intranet. The
visible endorsement of top management is
important in achieving the appropriate level of
attention and commitment.

= Ensure that the asset management policy has been

communicated to all relevant personnel, and that
it has been understood and accepted, Le. check
understanding throughout the business.

¢ Ensure that the asset management policy remains
relevant and is being complied with. It is essential
that the asset management policy remains “alive”
and relevant to the changing influences of
business drivers and obligations.

o) A policy statement could be used in a court of law,
either in favour of the organization or against it.
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Therefore it would be prudent to have it reviewed
by a person who is competent in legal matters.

d) Adherence to the asset management policy is

fundamental to the effective, efficient and safe
management of an organization. Top management
should therefore provide adequate arrangements
{such as resources, communication, fadilities,
supervision and training) to ensure that the asset
management policy is adhered to.

e} It is important that, when developing its asset

management policy, an organization considers

the issues of sustainable development —an
enduring, holistic approach to economic activity,
environmental responsibility and social progress.

It should also consider how it can maintain an
appropriate trade-off between long- and short-term
requirements. The growing importance of dimate
change and its associated risks should not be
underestimated in doing so.

f} The asset management policy should be regularly

reviewed, at a frequency determined by the
organization, and following significant changes to
the operational context of the organization. Issues
identified should be addressed and changes, where
appropriate, should be implemented. These reviews
serve two purposes:

s to ensure that the asset management policy is
current and effective;

¢ to ensure that the policy is continuously improved
in light of developments in appropriate fields
such as technology, operations, asset care
techniques, etc.
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4.3 Asset management strategy, objectives and plans

4.3.1 Asset management strategy

The organization shall establish, document,
implement and maintain a long-term asset
management strategy which shall be authorized
by top management.

NOTE The time horizon for a long-term asset
management strategy would normally be aligned
with that of the organizational strategic plan.

The strategy shall:

a) be derived from, and be consistent with,
the asset management policy and the
organizational strategic plan;

b} be consistent with other organizational
policies and strategies;

¢} identify and consider the requirements of
relevant stakeholders;

d} consider the life cycle management
requirements of the assets;

¢} teke account of asset-related risks (see 4.4.7),
asset and asset system criticalities;

f) identify the functionf{s), performance and
condition of existing asset systems and
critical assets;

g) state the desired future function(s),
performance and condition of existing and
new asset systems and critical assets, on
timescales aligned to those of the
organizational strategic plan;

h} clearly state the approach and principal
methods by which assets and asset systems
will be managed;

NOTE This may include, for example, the criteria to
be adopted for determining asset crticality and
value, the life cycle and sustainabifity basis for asset
management planning, the approach to asset risk
and reliability management and the methods of
optimization and decision-making.

i) provide sufficient information, direction and
guidance to enable specific asset management
objectives and asset management plan(s) to
be produced;

i} Include criteria for optimizing and prioritizing
asset management objectives and plans;

k} be communicated to all relevant stakeholders,
including contracted service providers, where
there is a requirement that these persons are
made aware of their asset management
strategy-related obligations;

{} be reviewed periodically to ensure that it
remains effective and consistent with the
asset management policy and organizational
strategic plan and with other organizational
policies and strategies.

Organizations seeking to implement the requirements
of PAS 55-1 on asset management strategy, should
consider the recommendations and guidance provided
below:

a) The asset management strategy should set out how
the asset management policy will be achieved. it
is the co-ordinating mechanism for ensuring that
activities carried out on physical assets are aligned
to optimally achieve the organizational strategic
plan. This requires a high level plan or scheme for
converting the asset management policy into specific
asset management objectives and activity plans
across the whole asset portfolio.

b} The asset management strategy should describe,
at a high level, the mechanisms for achieving the
requirements of PAS 55 throughout the activities
of the business (including the methods of
prioritization, optimization, sustainability and
risk management). Where appropriate, this should
also indude reference to required performance
and condition requirements for assets, or provide
guidance to ensure that these are set out In derived
asset management objectives and assodiated
procedures or functional specifications,

¢} The asset management strategy should make
reference to improvement programmes, and provide
long-term guidance on continuous improvement.
The duration of "long-term” will be dependent
on the asset management policy and will vary from
one organization to another and from one industry
sector to another,

d) The asset management strateqy is often set out
in terms of the major business functions {or
organizational goals), natural groupings of the asset
portfolio (for example, sites, areas or business units)
or in terms of logical asset jife cycle phases, ensuring
the co-ordination and alignment of activities,
processes and enablers (such as asset information).

e) The asset management strategy should include
references to strategic approaches to be adopted to
enable the delivery of the asset management policy,
such as whole -life costing, risk management and
sustainability. This should be sufficdiently detailed to
enable their consistent and integrated application
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across the asset management system, and to provide
adequate guidance for application through
operational documents such as functional policies,
and the development of appropriate improvement
initiatives.

f) The asset management strategy should be realistic,

well thought out, appropriately detailed and it
should take account of the views of all relevant
stakeholders. Failure to do this could lead to
unnecessary or inappropriate work being done,
or failure to meet key business objectives.

¢) When establishing and reviewing its asset

management strategy, the organization should
ensure that it is derived from, and consistent with,
its asset management policy, organizational
strategic plan and other organizational strategies.
The organization should also consider the following
items:

o stakeholder requirements/expectations that
influence the management of the assets {incuding
legal, regulatory, statutory and other asset
management requirements);

e the previous asset management strategy, if
applicable, and any need for a transition plan;

- existing asset management plan{s), if applicable;

¢ changes in priorities that the organization is aware
of, or that might arise in the future;

¢ the forecast demand for the service or the product
{including demographic and geospatial
information and relevant trends);

s the predicted availability and cost of necessary
resources, raw materials and essential supplier
services;

o asset-related risks;

+ the physical condition of the assets, age profile,
flexibility and suitability for the desired usage;

+ asset deterioration mechanisms, and failure modes
and effects;

« historical asset-related information such as
reliability, maintenance records, operational
performance and condition data;

« ¢riteria for capital investments and for comparing
options;

» methods for determining optimum operating and
maintenance strategies, including resources, task
justifications and intervals, processes) and/or
procedure(s} and standards;

¢ methods for efficient delivery of work and
resources, such as work management systems,

h)

PAS 55-2:2008

project and resource planning;

+ constraints including legal, regulatory, statutory,
financial, resources, physical access, logistics and
timescales;

+ the results of benchmarking, audit results and
assessments of current and best practices;

¢ the resuits of the management review (see 4.7);

¢ scenario planning, "what if?” analysis, and
contingency planning, i.e. considering the effects
of unexpected events and possible responses.
Scenario planning can become a complex task,
therefore the organization should use appropriate
tools and techniques;

« sensitivity analysis: changing the values of key
variables and assumptions in order to determine
which are the most sensitive to fluctuations,
thereby identifying risks and any requirements
for improving the accuracy of the analysis.
Organizations should use appropriate tools and
techniques to carry out sensitivity analysis;

¢ opportunities to achieve the asset management
strategy in a more cost effective way, i.e. attalning
the same objective at lower costs without
compromising sustainability or risk exposure levels.
Such opportunities can be identified through
advances in technology, management practices,
contractual arrangements, partnering, ete,;

s opportunities to add value, Le. increasing the
worth of an asset/asset system compared to its
costs, e.g. generating income from sharing an
underused asset/asset system with another
operator.

The asset management strategy should demonstrate
how the asset management policy is to be
implemented and how it will support the
organizational strategic plan. It should include

the following items:

*» the desired outcomes related to the existing or
new asset(s);

¢ the summaries of broad plans and programmes
to achieve these desired outcomes with defined
timescales and responsibiiities. These should also
include details of the resources that are needed
to deliver the plans and the actions required to
secure them;

* the assumptions made and financial costing if
appropriate;

« the targets against which the performance of the
asset management strategy can be measured
{see 4.6.1).
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i} The means to effectively measure and report the

performance and success of the asset management
strategy should be described. In addition to targets,
organizations should use a coordinated set of key
performance measures o help them achieve this.

The following Is an example of a typical asset
management strategy, derived from an
organization’s business strategy:

Business strategy

To improve the current profit before tax by 15%
within a period of 3 years through expanding
capacity to meet the predicted 10% increased
customer demand, funded through private finance,
which will be repaid through future profits,

Corresponding asset management strategy

To upgrade the core infrastructure, to meet the
increased demand, by efficiently investing up
to £XXm investment over the next 5 years and
development and implementation of optimal
operating and maintenance strategies.

4.3.2 Asset management objectives

The organization shall establish and maintain
asset management objectives, which shall:

a) be measurable (i.e. quantified and/or capable
of being demonstrated as achieved through
objective assessment);

b} be derived from, and consistent with, the asset
management strategy;

¢) be consistent with the organization’s
commitment to continual improvement;

d) be communicated to all relevant stakeholders,
including contracted service providers, where
there Is a requirement that these persons are
made aware of their obligations;

e} be reviewed and updated periodically by the
organization to ensure that they remain
relevant and consistent with the asset
management strategy;

f) consider legal, regulatory, statutory and other
asset management requirements;

g} take account of the expectations of relevant
stakeholders and finandal, operational and
business requirements;

h} take account of asset management related risks;

i} consider improvement opportunities induding
new technologies and asset management togls,
techniques and practices {see 4.6.5.2).

NOTE Objectives may be set for the asset management

system, asset management activities andior the

performance or condition of asset systems or assets.

Organizations seeking to implement the requirements
of PAS 55-1 on asset management objectives, should
consider the recommendations and guidance provided
below:

a) It Is necessary to ensure that measurable asset
management objectives are established throughout
relevant parts of the organization {o enable the
asset management policy to be implemented and
the asset management strategy to be achieved.

b} Asset managemaent objectives should be derived
from, and be consistent with, organizational
objectives.

Using pertinent information or data, appropriate
levels of management should identify, establish and
prioritize asset management objectives. During the
establishment of asset management objectives,
consultation with those most likely to be affected
should assist in ensuring that the objectives are
reasonable and more widely accepted. To help
ensure achievable asset management objectives are

RS
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set, it is also useful to consider information or
data from sources external to the organization,
for example, contractors, key suppliers or other
stakeholders.

d} Asset management objectives should be kept to a
limited number of clear goals and should be as
“SMART” as possible, l.e.:

Specific
Measurable
Achievable
Realistic
Time-based

e) Care should be taken not to set asset management
objectives without due consideration of the cost
{including lost income) of achieving those objectives.
Potential conflict between objectives should also
be identified and resolved. This will involve
consideration of the business impact for each
objective, and optimization {see 4.3.3.2) 1o determine
the best value combination of partial achievements.

) The following provides an example of two asset
management-related objectives developed within
the same organization:

To satisfy a 10% demand growth within three
years, and provide a minimum of 15% return

on investment, without compromising health
and safety.

Timetables that deliver a train every five minutes
in central areas and every 10 minutes elsewhere
- all day, every day,

Using the above examples as illustrations, the
organization should ensure that:

« the objectives are achievable, l.e. they are
technically feasible, affordable, resources capable,
timescales viable, etc,
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¢ any inherent conflict is resolvable, i.e. the
expenditure and resources necessary to deliver
the stated service (train every five minutes) will
not prevent the organization from achieving a
“15% return on investment”. “Stretch” targets
are valuable, provided that those charged with
achieving them can be persuaded of their
achievability.

g) Wherever possible, ratios of output to cost or input
(such as the unit cost of service or product) are
preferable. Objectives (or targets) set without
due consideration of the associated costfincome
might be counterproductive and act to the overall
detriment of the organization. Similarly, absolute
requirements on maximum expenditure, or
reductions in costs, should be avoided as they can
lead to unnecessary lost opportunities or false
economies. However, it is acknowledged that in
certain circumstances it will be impracticable to
set objectives as ratios, and absolute requirements
will be appropriate {such as those driven by
new legislation).

h} Asset management objectives may take the form of
specific performance and condition targets, these
are discussed further below,

The asset management performance and condition
targets should translate the organizational strategic
plan and associated asset management policy, strategy
and objectives into practical measures that can be
achieved and maintained through asset management
plan{s} and operational control. Targets should be
optimized in terms of asset performance andfor
condition, cost and retained risk. Optimized
performance and/or condition targets should be
established through an iterative process between the
asset management policy, strategy and objectives.
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However, organizations should also consider that
any changes, such as those to the asset management
plan(s} and operational control, can affect the
optimized targets. This might require the targets

to be re-optimized.

Without a dearly defined organizational strategic plan
and the associated asset management policy, strategy
and objectives, it is difficult to set appropriate and
realistic performance/condition targets for the assets.

Asset performancefcondition targets can be measures of:
¢ service/supply standards;

s levels of servicelsupply;

« reliability, availability, maintainability;

« functionality;

¢ survivability;

¢ capacity, output quantity, output quality;

« customer satisfaction;

¢ safety and/or environment impact;

« legislative, regulatory or statutory compliance or
a combination of the elements above.

Performance targets should be aligned with, and
provide adequate coverage of, business objectives.

Care should be taken in defining performance targets
that focus on isolated aspects of performance. Many

of the potential metrics for an asset management
system refer to interrelated behaviours of the system,
whose net effects should be addressed using an holistic
approach. Poor definition of performance targets
might encourage individual activities to be managed in
isolation, without due consideration of their impact on
overall system performance and to the overall
detriment of the organization.

For example, a target focussed solely on maintenance
expenditure might encourage efforts to reduce this
cost, without due regard to the impact on the
organization that might arise from any resulting
increase in plant failures and downtime. Where
possible, this should be addressed by defining
performance targets in the form of ratios, such as
cost of maintenance per unit of productionfuptime/
servicefincome.

The essence and challenge of asset management

is to align the performance of the assets with the
organizational strategic plan. in order to achieve this,
the objectives have to be translated into practical
targets and measures for the assets. The following
provides an example of this process:

Asset management objective: timetables that deliver

a train every five minutes in central areas and every
10 minutes elsewhere ~ all day, every day.

Achieving this objective would require:

¢ & certain number of trains with a specified level
of availability;

+ a specified level of availability of the infrastructure
systemn including track, signals, switching gear,
power, etc.; '

s scheduling systéms and resources 1o ensure
appropriate operators, train dispatch and
timing controls.

The optimum level of availability for such a complex
system could be best determined through simulation
modelling. The output of such modelling would
provide optimum availability targets for individual
components (train, track, signals, etc.) and for the
whole system. Therefore the output of such analyses
would be the performance target for a component
asset/asset system and might be similar to the
following:

To achieve an average of 97% system availability
on the route.

Such an availability target assumes reliability
characteristics for each component of the system,
normally expressed as Mean Time Between Failure
{MTBE) or Mean Time To Faillure (MTTF) and Mean Time
To Repair (MTTR), Such component characteristics may
be estimated directly, or calculated from reliability
studies, risk assessments, deterioration modelling or
optimization studies.

System performance modelling in this manner can:
¢ establish whether an objective is realistic;

e« establish optimized plans for achieving its objectives
{including design specifications, maintenance
schedules and capital investments);

« identify the assets (or their components) that are
critical to achieving the objective;

* determine the probable total cost of achieving such
an objective;

* provide a baseline against which to measure actual
performance (thereby verifying/updating assumptions
and improving future prediction accuracy).

Other factors also have to be considered in
determining and achieving the availability of the
system, such as human performance, resources,
knowledge, skills, motivation/culture and cash flow
constraints, However, these can all be taken into
account during the modelling process, and explored
for potential business impact or sensitivity.

10
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4.3.3 Asset management plan(s}
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The organization shall establish, document and
maintain asset management plan(s) to achieve
the asset management strategy and deliver the
asset management objectives across the following
life cycle activities:

a) creation, acquisition or enhancement
of assets;

by utilization of assets;
¢} maintenance of assets;
d) decommissioning and/or disposal of assets.

NOTE 1 Creation, acquisition or enhancement includes
design, modification, procurement, construction
and commissioning.

NOTE 2 Maintenance also includes inspection,
condition monitoring, functional testing, repair,
refurbishment, andfor life extension of assets,
Replacement of individual assets may also be
considered as maintenance of asset systems.

NOTE 3 Asset management plan(s) can be for
individual assets, asset types, asset systems, whole
asset portfolios andfor the overall asset management
system. However, it is essential that the plans are
clearly linked to the asset management strategy and
objectives that they are intended to achieve.

The development of asset management plan(s)
and life ¢ycle activities shall include consideration
of the impact of actions in one life cycle phase
upon the activities necessary in other life cycle
phases.

The asset management plan{s) shall be optimized
and the actions prioritized. Multiple plans {for
example, covering a portfolio of asset systems or
assets) shall be jointly optimized and prioritized,
taking into account overall value, resource
requirements, interdependencies, risks and
performance impact.

NOTE Developing, optimizing, prioritizing and
integrating asset management plan(s) are iterative
processes that start with the development or update
of the asset management strategy.

The asset management plan(s) shall include

documentation of:

a} the specific tasks and activities (actions)
required to optimize costs, risks and
performance of the assets and/or asset
system(s);

b} the designated responsibilities and authorities
for the implementation of such actions and

for the achievement of asset management
objectives;

¢) the means and time scales by which these
actions are to be achieved.

The asset management plan(s) shall be
communicated to all relevant stakeholders to the
level of detail appropriate to their participation
or business interests in the delivery of the plan(s).

In the development of asset management
plan{s}), the organization shall ensure that
appropriate arrangements, functional policies,
standards, process{es) and/or procedure(s), asset
management enablers and resources are made
available for the efficient and cost effective
implementation of the plan{s).

NOTE It is essential that the plan(s) are realistic
and can be implemented,

The asset management plan{s) shall include
actions to improve the asset management
system (see 4.6.5 and 4.7).

The asset management plan(s) shall be reviewed
periodically by the organization to ensure that
they remain effective and consistent with the
asset management strategy and objectives.

4.3.3.1 General

Organizations seeking to implement the requirements
of PAS 55-1 on asset management plan{s), should
consider the general recommendations and guidance
provided below:

a} The asset management plan{s) should identify the
varlous tasks that need to be implemented in order
to meet each asset management objective. They
should provide for the allocation of appropriate
responsibility and authority for each task and
allocate timescales to each individual task, in order
to meet the overall timescale of the related asset
management objective. They should also provide for
the allocation of suitable resources {e.g. financial,
human, equipment, logistics) for each task.

b} When establishing and maintaining its optimized
asset management plan{s), an organization should
consider:

« the asset management policy and strategy;

= existing asset management objectives and
performance and condition targets;

* risk management {see 4.4.7);

1N
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¢ historical and predicted asset condition,
deterioration and failure mechanisms, and
performance profiles;

+ uncertainty in dats, knowledge and planning
assumptions (this should be reflected in the risk
assessment, and in the review or updating of the
plans and future data collection requirements);

¢ life cycle costs;
+ financial and resource capabilities or constraints;

¢ legal, regulatory, statutory and other asset
management requirements;

« scheduling constraints, seasonality and other
business environment variables;

+ lead times for manufacture, obtaining customer
information, planning consents, funding
approvals, et

s programming works, mobilization and access
to the asset or to a scarce or key resource;

+ improvement objectives;
¢ results of the management review (see 4,7);

« gpportunities for achieving the asset management
plan(s} in a more cost effective way {that might
have been missed during the strategic planning
stage or not available then), Le. achieving the
same objectivefievel of required performance/
condition for lower costs without compromising
sustainability or risk exposure levels. Such
opportunities can be identified through the
optimization process, tactical planning, availability
of discounts on goods and services, etc,;

&

opportunities for adding value {(where appropriate
and which might have been missed during the
strategic planning stage or not available then),

i.e. increasing the worth of an asset/asset system
compared 1o its costs. Provided it is desirable
overall for the organization to do so, it should
look for ways to increase productivity without
increasing costs or compromising sustainability

or risk exposure levels.

¢} Asset management plan{s} should be produced
with due regard for their broader impact on the
business, Failure to consider the full impact of asset
management decisions can have adverse effects
such as:

« poor environmental performance {e.g. from
out-dated technology) adversely affecting the
organization in terms of regulatory or statutory
penalties, loss of reputation and business and
increased scrutiny of the organization’s asset
management;

+ extensive downtime for maintenance, etc.
resulting in poor service to customers;

« loss of essential expertise or knowledge from
within the organization through outsourcing
of critical activities;

+ increased health or safety risks to personnel {e.q.
exposing personnel to a hazardous environment
instead of employing available and cost-effective
remote technology);

+ additional cost or lost income due to the poor
timing of planned activities;

¢ plans that are unachievable in the timescale
required because they were produced without
the appropriate involvement of third parties such
as suppliers or contractors,

d} Those who have responsibility for delivering the
management plans should be clearly identified.
Many organizations define this responsibility within
job descriptions, whilst others include specification
of responsibility for delivering the asset
management plan(s) with the plan itself.

&

Asset related performance, expenditure and risk
should be jointly managed and planned to establish
their combined impact on the business. Appropriate
methods of evaluating and optimizing the trade-
offs between these elements should be employed.

f) The asset management plan(s) should indude
long-term asset replacement programmes to
provide an overview of future asset replacement
requirements and associated funding needs so
that replacement alternatives and expenditure
smoothing can be planned ahead.

Pues

gy Conversely, plans generated from other

management systems can have an adverse impact
on the asset management plan{s) and also require
due consideration, e.g. a sales plan committing the
organization to a level of output that is
unsustainable and does not allow for necessary
maintenance activities to be adequately carried out.

4.3.3.2 Optimization of asset management strategy
and plans

A key feature of good asset management strategy
and plans is the optimization of costs, risks and
performance over short and long timeframes, in
the face of conflicting stakeholder expectations.
The processes of optimization are critical, therefore,
to the quality of the asset management strategy
and the effectiveness and efficiency of asset
management plan{s).

When optimizing their asset management strategy
and plans, organizations should consider the
recommendations and guidance provided below.

a} Organizations should adopt robust and auditable
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methods for optimization, appropriate 1o the
criticality and complexity of the dedisions being
made, and ensure consistent assumptions about
the significance of contributing factors.

b} Optimization involves processes of:

<

S

+ identifying all factors that can influence the
required strategy or decision;

+ determination of their significance (including
interdependencies and conflicting objectives);

» analysis of trade-offs, alternative decision options
and scenarios, including sensitivity to the
uncertainty in data or assumptions;

« selection of the best value compromise within any
non-negotiable constraints or obligations.

The best value compromise should be considered as
the strategy or decision that results in the lowest
combination of life cycle costs, risks, performance
or service losses and other negative effects on
business goals (such as damage to reputation

or sustainability). This optimization criterion is
sometimes known as the "Total Cost of Ownership”
or "Total Business Impact”. Care should be taken to
determine the appropriate weighting, significance
or criticality of contributing factors to this total
“cost” or "impact”, and to communicate and
explain the optimization results to stakeholders

in terms of the compromises that are necessarily
involved, Organizations should be careful, for
example, to avoid the language and concepts

of “balancing” costs and risks: the balance point
{equal significance or impact) is not the same as
the optimal combination (lowest combined cost

or impact).

d} An organization should develop the criteria for

@ BSI Seplember 2008

optimization and prioritization from the

organization’s strategic values and goals, through

a “top down” determination of criticality and

appropriately weighted objectives. The practical

evaluation, however, of “what is worth doing,
when* should be developed through a "bottom up”
approach, starting with the optimization of specific
tasks or interventions on discrete assets, and
building up to the optimal coordination of all fife
cycle activities for an asset or asset system, and
finally to the optimal programming of multiple
activities across multiple assets. Figure 5 shows how
these three major areas of optimization apply to an
asset portfolio, These represent optimization of:

+ individual interventions or actions upon individual
assets (such as “is this maintenance task on this
equipment item worthwhile and, if so, when?");

« task combinations on the same asset, or different
assets within an asset system:

PAS 55-2:2008

- the various life cycle activities for the same
asset, l.e, the best combination of investment,
utilization, maintenance and renewals. For
example, there may be an interaction between
the optimal cleaning cycle for a heat exchanger
and the economic life of the heat exchanger
tubes (due to cumulative damage caused by
the cleaning process.);

~ the activities on various components of an asset
system where interdependencies exist, such as
train wheel-rail interfaces, air conditioning or
cooling systems and the equipmentifacilities
they are protecting.

+ activity programme delivery, such as critical path
identification, resource levelling and work
bundling (for example, shutdown strategles,
where there may be benefits for combining tasks
to share access opportunities or other overheads),

13
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Figure 5 — Primary requirements for optimization of asset management activities

1. Specific intervention optimization
{cost/benefitirisk/timing)

Crvvermnrsrssrrny

2. Asset life cycle optimization «ereeivnnimnnnaanaannn
{cost/performance/risk/sustainability)

a) Individual assets (whole life cycles)
b} Asset system integration level (performance sustalnability)

3, ACHiVity programme OPTImIZation s s mm o s oo o m o or s i o o s s st v 2 000 0
{cost/benefit/risk/timing of multiple activities across multiple assets}
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e} The level of predision, the method and the resources
applied for optimizations should be proportionate
to the criticality and complexity of the individual
cases. Optimization methods may be qualitative
or they may be quantitative, in which case the
optimization should also include the correct
mathematical treatment of reliability and risk
elements, and of the trade-off between conflicting
factors in order to identify the best value
compromise.

4.3.4 Contingency planning

The organization shall establish, implement,

and maintain plan{s) and/or procedure(s) for
identifying and responding to incidents and
emergency situations, and maintaining the
continuity of critical asset management activities.

In developing its plan(s) and procedure(s), the
organization shall consider:

a) asset-related risks that, if realized, could
result in incidents or emergency situations;

b) potential disruptions to its critical asset
management activities;

¢) the most appropriate actions for responding
to an incident or emergency situation, and
mitigating the likely consequences;

d) the competence and training of personnel
required to respond to emergencies;

e} the needs of relevant stakeholders who may
be affected by incidents or emergency
situations, or who may be required to support
the grganization to respond to such events.

The plan(s) and/or procedure(s} shall identify
how the organization will respond to, and
manage, incidents and emergency situations,
and shall indlude information on:

1} essential personnel, emergency services and
external agencies, including contact details;

2) arrangements for internal and external
communication;

3) how the organization will maintain or restore
its critical asset management activities in the
event of a disruption;

4) the provision of resources, and the
maintenance of any equipment, facilities
or services that could be required during
disruptions, incidents or emergency situations;
5) recording of essential information whilst
responding to, and managing, incidents and
emergencies;

PAS 55-2:2008

6) the process for returning to normal
operations.

The organization shall periodically review, test
and, where deemed necessary, revise its plan(s}
and/or procedure{s) for incident and emergency
preparedness and response and continuity of
important asset management activities.

NOTE it is essential that the organization’s
contingency plans are reviewed after testing or
the occurrence of incidents, emergency situations
or disruptions.

4,3.4.1 General

The organization should assess emergency and
incident response needs, plan to meet them, develop
procedures and processes to cope with them, test

its planned responses, and seek to improve the
effectiveness of its responses where necessary.

The organization should, for example, consider
potential emergendies arising from:

s significant failure of critical assets resulting in the
loss of service or supply to customers or a hazardous
condition arising;

« extreme weather conditions, e.g. strong winds,
floods, heavy snowfall, lightning strikes;

¢ unplanned release of hazardous liquids or gases;
s explosion or fire;
« joss of power supply or control systems;

+ a combination of events or risks which may result
in an emergency situation.

Many organizations will find linkage to the risk
assessment process and use of risk identification
activities useful in determining which incidents and
emergendies to consider.

The organization should develop, identify and provide
appropriate emergency equipment, and regularly
inspect and preferably test its availability and
performance.

Contingency plans {see 4.3.4.2) should address both
the immediate consequences of incidents and, where
appropriate, the steps up to, and including, the
re-establishment of stable and secure supply/service
to customers,

Practice drills should aim to test the effectiveness of
the most critical parts of the emergency plan(s) and
1o test the completeness of the emergency planning
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process, While desktop exercises can be useful during
the planning process, practice drills should be as
realistic as possible to be effective. This can require
full-scale inddent simulations to be conducted, Where
appropriate and practicable, the participation of
external emergency services in practice drills should
be encouraged.

The results of emergencies, incidents and practice drills
should be evaluated, and changes that are identified
as being necessary should be implemented.

Contingency plans should be regularly reviewed by

the organization, at a frequency determined by the
organization, to ensure that they are current, i.e.
effectively address the current risks to the organization.

Further guidance on the establishment of business
continuity management can be found in BS 25999-1.

4.3.4.2 Contingency plan{s)

The contingency plan{s) should outline the actions to
be taken when specified emergency situations arise,
and should include the following:

¢ identification of potential incidents and emergendies
and combinations of incidents and emergencies;

» identification of the individual to take charge during
the emergency;

« details of actions to be taken by personnel during an
emergency, induding those actions to be taken by
external personnel;

» responsibility, authorlty and duties of personne! with
specific roles during the emergency;

« provision for safety and status briefings for personnel;

¢ provision of welfare support and relief for personnel
likely to be engaged for prolonged periods dealing
with the emergency;

¢ evacuation procedures;

« identification and location of any hazardous
materials, and emergency action required;

* interface with external emergency services;

+ communication with statutory bodies, neighbours
and the public;

¢ protection of vital records and equipment;

» availability of necessary information during the
emergency, e.g. plant layout drawings, hazardous
material data, procedures, work instructions and
contact telephone numbers. Consideration should
be given to assuring access to information when
normal methods of information storage and retrieval
and normal methods of communication may not be
fully functional.

The involvement of external agencies in emergency
planning and response should be clearly documented.
Where appropriate, these agencies should be advised
as to the possible drcumstances of their involvement
and provided with such information as they require in
facilitating their involvement in response activities,
Consideration should also be given to induding
external agencies either as participants or independent
observers during emergency exercises.

4.3.4.3 Emergency equipment and resources

Emergency equipment and resource needs should

be identiffed, and equipment should be provided

in adeguate quantity. The location and access
arrangements for such emergency equipment should
be documented and communicated. The location of
the equipment and resources should take account of
the nature of the potential risk such that access to the
equipment and resources will not be compromised
should any incident or emergency occur,

Equipment should be inspected and preferably tested
at specified intervals for continuing availability and
operability.

Examples include the following items:

=+ alarm systems;

» fault finding equipment;

s tools;

« critical spares;

s communication systems {including call centres
resources where appropriate);

» means of transport (e.g. all-terrain vehicles), obstacle
removing equipment {e.g. chainsaws, cutting
equipment, cranes and hoists), protective clothing;

+ adequate levels of competent staff available to
mobilize to required schedule;

« information, e.g. plans, procedures, drawings, maps,
contact numbers;

« emergency lighting and power;

« fire-fighting equipment, flood recovery equipment
and first aid equipment.
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4.4 Asset management enablers and controis

4.4.1 Structure, authority and responsibilities

RS

<

f)

The organization shall establish and maintain an
organizational structure of roles, responsibilities
and authorities, consistent with the achievement
of its asset management policy, strategy,
objectives and plans.

These roles, responsibilities and authorities shall
be defined, documented and communicated to
the relevant individuals,

NOTE There is no need to establish a separate
organizational structure provided the organization’s
structure is consistent with achieving the
requirements set out in Clause 4.

Top management shall provide evidence of
its commitment to the development and
implementation of the asset management
system and the continuous improvement of
its effectiveness by:

a) appointing a member of top management

who, irrespective of other responsibilities,
shall be responsible for the overall design,
maintenance, documentation, review and
improvement of the organization’s asset
management system;

by} appointing member(s) of management whose

responsibility is to ensure that the assets and
assets systems deliver the requirements of the
asset management policy, strategy, objectives
and plans and who have the authority to
achieve this;

identifying and monitoring the requirements
and expactations of the organization's
stakeholders and taking corresponding and
timely action, to the extent that these have
implications for the organization’s
management of its assets;

d} ensuring that the asset management policy

and strategy are consistent with the
organizational strategic plan;

e} considering the adverse impact that the asset

management policy, asset management
strategy, asset management objectives and
asset management plan{s) might have on
other aspacis of the organization. Conversely,
considering whether plans generated from
other parts of the organization might have
an adverse affect on asset management;

ensuring the viability of the asset
management policy, asset management

strategy, asset management objectives and
asset management plan(s);

g) ensuring asset-related risks are identified,
assessed and controlled, and are included in
the organization's overall risk management
framework;

h) ensuring the availability of sufficient resources;

i) communicating to all relevant stakeholders
the importance of complying with the
requirements of the asset management
system in order to achieve its organizational
strategic plan.

Organizations seeking to implement the requirements
of PAS 55-1 on structure, authority and responsibiiities,
should consider the recommendations and guidance
provided below.

a) The successful implementation of asset management
requires the commitment of top management. Top
management should assign dear responsibilities
for the management of asset systems including
appropriate accountability for their performance
{this may be financial and non-financial} and
responsibility for investmentsfexpenditure. Those
individuals placed in such positions are sometimes
referred to as Asset Managers. Top management
should ensure that those with such responsibilities
have accepted them and have adequate authority to
carry them out effectively. Top management should
also ensure that those who are given responsibilities
are competent, have adequate resources to
discharge their duties and the operational freedom
to optimize the cost/effectiveness of these resources

~in line with the asset management policy, strategy
and objectives.

b} The responsibilities and authorities of all persons
~who perform duties that are part of the asset
" management system should be defined. Such
definitions should, among others, be developed
for the following people:

¢ top management;

+ asset managers;

« engineers, designers and technical specialists;
* process operators;

+ maintenance personnel;

* inspectors;

= contractors;
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« those responsible for asset management training
and facilitation of the asset management processes
and techniques.

¢} Asset management responsibilities and authorities
should be documented in a form appropriate to
the organization. This can take one or more of
the following forms, or an alternative of the
organization’s choosing (see 4.4.5):

s working procedures and task descriptions;
« job descriptions;
« induction training package (see 4.4.3).

If the organization chooses to issue written job
descriptions covering other aspects of employees’
roles and responsibilities, then asset management
responsibilities should be incorporated into those
job descriptions,

d) The organizational structure of roles, responsibilities

and authorities plays a significant part in the
successful implementation of asset management.
An organizational structure that creates
compartmentalized functions, responsibilities and
performance measures should be avoided. Key
requirements of asset management are a life cycle
approach and optimization, and these are difficult
to achieve when activities are considered in
isolation. For example, whole life cost cannot be
optimized if only project expenditure is considered
without considering the subseguent
performance/income and asset care/maintenance
implications. Similarly, operating costs cannot be
optimized without considering the effect on
productivity and risk.

Top management should endeavour to create an
organizational structure of roles, responsibilities
and authorities that facilitates the visibility and
comparison of asset/productfservice related
performance or income with the assodated

effort and expenditure. There are benefits and
disadvantages to any given structure of roles,
responsibilities and authorities. The nature of the
organization’s business, and indeed its culture, will
affect the choice of structure to be adopted. For
example, some organizations have achieved this
through the creation of profit/investment centres
and others through activity based costing, combined
with the allocation of apportioned/estimated
revenues and inter-departmental service level
agreements,

Such arrangements should provide for:
+ readily identifying the value of capital and

PAS 55-2:2008

operating related expenditure and the life cycle
{or long-term} impact of any changes in
expenditure;

¢ accountability for asset performance and the
associated expenditure;

= the avoidance of conflicting departmental
performance measures where such measures could
result in the gain for one department being to the
overall detriment of the organization;

« the avoidance of relfance upon annual
budgets/funding cycles, which may obstruct the
adoption of a life cycle approach;

¢ mativating the whole team to be continually
looking for ways to optimize performance,
expenditure and levels of retained risk;

¢ the responsibility and authority for readily
implementing changes that would be beneficial
for the organization.

e) Organizational structures should be clearly
communicated to all relevant employees, via an
organization chart or other means, and kept
updated.

f} In addition to assigning responsibility for ensuring
that the assets and asset systems deliver the
required outcomes, top management should assign
responsibility for the effective management of the
organization's asset management system {processes).
It is unlikely that the assets will perform
satisfactorily over time unless the asset management
systern is operating effectively.

g) Top management should identify the requirements
and expectations of all of the organization’s
stakeholders. The employment of techniques, such
as stakeholder needs analysis, employeefcustomer
surveys, suggestion boxes, discussion forums and
demand management should be considered
(see 4.4.4).

h) Top management is normally best placed to ensure
that the asset managemaent, policy and strategy are
consistent with the organizational strategic plan and
to identify where poor asset performance might
jeopardize the achievement of the organizational
strategic plan.

i) Top management should ensure that adequate
resources are available for establishing and
maintaining the asset management system,
including equipment, human resources, expertise
and training. Resources can be considered adequate
if they are sufficient to deliver asset management
plan(s} and activities, including performance
measurement and monitoring. For organizations
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with established asset management systems, the
adequacy of resources can be at least partially
evaluated by comparing the planned achievement
of asset management objectives with actual resuits.
Consideration should also be given to whether the
resources provided were excessive,

i} 4.3.3.1{g) provides guidance on, and examples
of, the potential adverse impact that asset
management plan(s) might have on other parts of
the organization and conversely, the impact that
plans generated in other parts of the organization
might have on asset management.

k} Top management should communicate to the
organization and to relevant third parties the
importance of meeting its asset management
requirements in order to achieve its organizational
strategic plan {see 4.4.4).

1} Ultimate responsibility for the identification,
assessment and management of risks rests with
top management. It is therefore essential that they
are satisfied with the associated procedures and
activities, and that all concerned are aware of, and
have accounted for, these risks. The organization
should have an organizational risk register and it
is essential that significant asset related risks are
recorded In this register (see 4.4.7).

m) Top management should ensure the viability of the
asset management strategy, objectives, targets and
plans. The act of producing them is no guarantee
that they are achievable, Therefore an assessment
of the organization’s asset management strategy,
objectives, targets and plans (maintenance and
capital works) should be carried out, at intervals
determined to be appropriate by top management
(see 4.6.5and 4.7).

4.4.2 Qutsourcing of asset management activitles

Where an organization chooses to cutsource
any aspect of asset management that affects
conformity with the requirements of Clause 4,
the organization shall ensure control over such
aspects. The organization shall determine and
document how these parts will be controlled
and integrated into the organizations’ asset
management system. The organization shall
also identify and document;

a) the processes and activities that are to be
outsourced (including the scope and
boundaries of the outsourced processes
and activities and their interfaces with the
organization’s own processes and activities);

b} the processes and scope for the sharing of
knowledge and information between the
organization and the contracted service
provider(s);

¢} authorities and responsibilities within the
organization for managing the outsourced
processes and activities.

Many asset management organizations have developed
contracting strategies and supply chain alliances

to provide them with asset management services,
Business relationship models, such as engineering,
procurement and construction (EPC), public-private
partnerships (PPP), private finance initiatives (PFI) and
huild-operate-transfer contracts (BOT), have emerged
to enable combinations of organizations to deliver
complex asset investments and asset management
programmes. Such contracts can result in an
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organization effectively outsourcing most of its asset
management activities from asset management
strategies, objectives and plans down to the activities
in the asset management plan(s).

A requirement of PAS 55-1 is to ensure that risk, value
and sustainability are managed across contractual
boundaries, and that the asset owner and asset
manager retain appropriate controls across contractual
boundaries, This is particularly relevant where services
are provided by third party organizations that do not
have a long-term stake in the success of the
organization. For this reason, PAS 55-1 requires
demonstrable governance with clearly established
authorities and responsibilities. Many organizations
achieve this by forming alliance relationships with
their suppliers, whereby rewards and penalties are
aligned to the performance of the assets or asset
systems and to the achievernent of the asset
management objectives.

Where an organization chooses to outsource any of
the requirements {or part of the requirements) set out
in PAS 55-1, the organization is required to ensure
control over such processes, For example, a contracted
service provider may be required to develop asset
management plan(s) and also to implement them. In
such an instance the organization should ensure that
the asset management plan(s) are consistent with its
own asset management policy, strategy, objectives and
targets. Furthermore, it should also have to ensure that
all of the other requirements of PAS 55-1 are complied
with, e.g. life cycle and sustainability considerations,
controlled implementation of the asset management
plan(s), performance monitoring and continual
improvement.

When determining the proposed extent of
outsourcing, the organization should ensure that the
relevant aspects and requirements of PAS 55-1 are
dearly identified in contract specifications and that
they are understood in the tendering process. The
roles, authority and responsibilities of all parties in
the contract should be clearly stated and agreed. The
outsourcing of asset management responsibilities
should be defined in measurable terms.

An organization may establish that the terms and
conditions of existing contract arrangements do not
adequately address aspects of PAS 55-1. The assessment
of risk arising from such situations, and the steps
required to control or mitigate such risks, should be
handled in accordance with 4.4.7.

PAS 55-2:2008

4.4.3 Tralning, awareness and competence

The organization shall ensure that any person(s)
under its direct control undertaking asset
management related activities has an appropriate
level of competence in terms of education,
training or experience,

NOTE Levels of appropriate asset management
compatence can be ascertained through the use
of a competency requirements framework (see
Biblicgraphy for examples of relevant competency
requirements frameworks).

Where asset management activities are
outsourced, the organization shall ensure that
contracted service providers have arrangaments
in place to ascertain and demonstrate that their
staff are competent.

The organization shall develop plans for the
human resources required to develop and
implement its asset management system. The
organization shall identify the competency
requirements for these human resources and
plan the training necessary for them to achieve
these competendes. it shall arrange for provision
of this training and retain associated records.

The organization shall establish, implement and
maintain process{es) and/or procedure(s) to make
persons working under its control aware of:

a) the asset management related risks associated
with their work activities and the asset
management benefits of personal performance;

b} their roles and responsibilities and the
importance in complying with the asset
management policy, process{es) andlor
procedure(s) and plan(s);

¢} the potential consequences of departure
from specified asset management process(es)
and/or procedure(s).
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4.4.3.1 General

Training and competence requirements, plans and
resources should be matched to the asset management
plan(s}, ensuring that the necessary human resources
are in place to meet the short, medium and long-term
commitments of the plan. in addition, organizations
should consider the following recommendations

and guidance:

a) Organizations should have effective procedures for
ensuring the competence of employees to carry out
their designated asset management functions,

b} The following elements should be included in the
asset management training, awareness and
competence process:

¢ a systematic identification of the asset
management awareness and competencies
required at each level and function within the
organization;

+ arrangements to identify and remedy any
shortfalls between the employee’s current and
required levels of asset management awareness
and competency;

¢ provision of any training identified as being
necessary, in a timely and systematic manner;

» assessment of employees to ensure that they have
acquired, and that they maintain, the asset
management knowledge and competency
required;

« maintenance of appropriate records of employees’
training and competency.

¢} An asset management awareness and fraining
programme {which may form part of a wider
programme of training) should be established
and maintained to address the following areas:

¢+ provide employees with an understanding of the
organization’s asset management arrangements
and the employees’ specific roles and
responsibilities in these arrangements;

« ensure the systematic induction of employees as
they enter the organization, transfer between
business units or sites, or change jobs or roles;

¢ pravide training in local asset management
arrangements and risks, precautions to be taken
and procedures to be followed (this training
should be provided before work commences);

« provide specific in-house or external training
for employees with specific asset management
roles, e.g. risk management, life cycle costing,
optimization, reliability engineering, maintenance,
inspection, condition monitoring, root cause
analysis;

* describe the roles and responsibilities {including

corporate and individual legal responsibilities)
of top management for ensuring that the asset
management system functions to control risks
and reduce potential losses to the organization
to tolerable levels;

 ensure that training and awareness programmes
are provided for contractors and temporary
workers engaged in the organization’s asset -
management activities; ‘

« ensure the systeratic provision of ongoing update
and refresher training for all employees in the
organization.

d) Relevant to their role, the organization should

establish, implement and maintain process(es)
and/or procedure(s) to make persons working under
its control aware of:

¢ asset management related risk consequences
(actual or potential) of their work activities, their
behaviour, and the asset management benefits of
improved personal performance;

o their roles and responsibilities and Importance in
achieving conformity to the asset management
policy and process(es) andfor procedure(s} and to
the requirements of the asset management system,
including emergency preparedness and response
and contingency planning requirements (see 4.3.4)
and impact on other management processes;

s the potential consequences of departure from
specified process{es) andfor procedure(s}).

e} Training procedures should take into account

differing levels of:

« guthority;

+ responsibility;

* ability;

* language skills and literacy;

s risk.
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fy The effectiveness of training and the resulting level
of competency should be evaluated. This can involve
assessment as part of the training exercise, andfor
appropriate field checks to establish whether
competency has been attained, or to monitor the
medium-term Impact of tralning delivered.

@) The organization should consult and seek feedback
regarding any training, awareness and competence
shortfalls from employees and contractors to
facilitate ongolng improvements and ensure future
requirements are identified and met.

4.4.3.2 Competencies in asset management

Activities and processes within the asset management
system require the integration and alignment of many
aspects of a business, and depend upon a wide variety
of individual and corporate competences. An
organization that is heavily dependent upon the
performance of physical assets should actively monitor,
develop and maintain an appropriate balance of these
competencies, In particular, the asset management
system should provide for adequate skills and
competendes In the performance of the following key
activities and processes {see Bibliography for examples
of relevant competency requirements frameworks).
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4.4.4 Communication, partidpation and consultation

The organization shall ensure that pertinent
asset management information is effectively
communicated to and from employees and
other stakeholders, induding contracted service
providers,

The organization shall ensure consultation with
stakeholders that is relevant and appropriate to
their involvement in:

a) the development of the asset management
strateqy, objectives and plan(s);

b} the development of functional policies,
engineering standards, process{es} andfor
procedure(s);

¢} risk assessments and determination of
controls;

d} incident investigation;

e} the continual improvement of the asset
management system.

The organization, through the processes of
communication and consultation, should encourage
participation in good asset management and support
for its asset management, policy strategy and
objectives from those affected by its activities or
interested in its asset management system.

Communication is not just about the distribution of
information; it should ensure that asset management
information Is provided, received and understood
across the organization, Effective communication is

a two-way process, both top-down and bottom-up.

Consultation is the process by which management and
other persons, or their representatives, jointly consider
and discuss issues of mutual concern. It involves
seeking acceptable solutions to problems through the
general exchange of views and information.

Examples of those who may be interested in, or
affected by, an organization’s asset management
system include customers, organization owners or
investors, employees at all levels of the organization,
suppliers and contracted service providers, local society,
emergency services, insurers, government or regulatory
bodies, external inspectors or auditors.

The appropriate use of consultation and participation
can be a powerful ald to the development of the
workforce, promoting teamwork, individual and
collective responsibility and accountability, and helping
to create an organizational culture of continuous
improvement.
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Examples of good practice mechanisms in consultation

and communication with employees and contractors

include:

+ inclusion of asset management issues in:

- formal management and employee meetings and
consultations;

- briefings for employees contractors and other
interested parties.

initiatives to encourage employee asset management

consultations, review and improvement activities,

including the development and/or modification of:

asset management plan{s);

®

H

H

functional policies;

standards;

process{es) and/or procedure(s).

employee involvement in risk identification,

assessment and control;

employee Involvement in incident investigation;

formal and Informal channels for feedback to

management, through mechanisms incuding

suggestion boxes, telephone “hotlines”,

management visits; *

¢ use of organizational intranet systems for timely
dissernination of pertinent information;

s knowledge management systems;

+ notice boards containing asset management
performance data and other pertinent asset
management information;

¢ asset management newsletter,

1

i

”»

-

L

Where appropriate, organizations should effectively
and proactively communicate with their customers,
Examples of good practice in consultation and
communication with customers include:

* newsletters;

* press releases;

+ informative websites;

* customer surveys;

¢+ demand management advice to customers;

¢ research to establish customers® willingness to pay
for a specified level of service;

* customer charters and published compensation
schemes;

+ provision of public information where asset

. management activities are being carried out in
publicly-accessible areas, e.g. road works,
construction sies;

« customer call centres, messages, announcements, eic,
in particular when a loss of service has occurred.

The organization should document and promote the
manner in which it consults with, and communicates,
pertinent asset management information to and from
its employees, contractors, customers and other
interested parties.
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