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Intro from the Author

It is acknowledged in various industries that business success depends on
balanced management of all aspects of the business. For industries relying on
infrastructure operation, this means to manage the interdependencies
between business and infrastructure operation. Implementations of Asset
Management Systems complying with e.g. ISO55001 are proper means for
achieving this objective by creating up to multi — million Euro flexibility for

decision-making.

In 2016/2017 nine power and gas DSO from the Netherlands, Germany,
Austria, Finland, and Portugal joined the International Distribution Asset
Management Study (IDAMS 2016/2017) and compared their Asset
Management Systems with each other, targeting for indications about best
practices, effectiveness, and development areas of the AMS, as well as

compliance according to requirements of ISO55001.

This eBook presents an overview of the IDAMS program, the program’s most
recent results incl. achieved financial flexibilities, and concludes with

prospects of next steps for the development of Asset Management Systems.

Enjoy your journey of discovery, UMS
group

Mike Mischkalla-Schoen

Director / IDAMS Program Manager cI QAM S Zoj 60

UMS Group Europe BV
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IDAMS 2016/2017: Overview — Results — Conclusion

Overview

The International Distribution Asset Management Study (IDAMS) is a multi-
company initiative, designed for the front-running companies in the area of
Asset Management. It creates insights into leading practices for improving the

effectiveness of Asset Management and is aligned to ISO55000.

The IDAMS program focuses on the four areas: Operating Model; Process;

Competences; Information Management and Enabling Technology.

Strategic — Asset Owner
(planning and setting
the strategy)

Tactical - Asset Manager
(implementing the
strategy)

Operational — SPs
(performing the
physical work)

IDAMS is unique as it serves four principal purposes:

Pinpoint improvement in the organizations’ Asset Management
Back up findings with figures

Compare Asset Management Practices with peers

W DN E

Development of Best Practices with peers
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Overview — Main Assessed Elements

Operatlng model Process
» Business roles (AO, AM, SP) + Maturity of sub-processes: Risk
« Organizational structure (e.g. FTEs and Management, Asset Strategy,
costs) Investment Planning, Investment

Delivery

« Asset Management policy
» FTEs per sub-process

» Stakeholder importance

+ Business Value Framework * Output per sub-process

« Performance management (KPls) « Life cycle management .

» Asset Management objectives * Asset strategies & functional policies
- R|5k ‘nanagement > DOCISIOH mak'ng SkIIS

« Level and quality of documentation * Optimization/prioritization

» Leadership » Standardization

- Continual improvement __+ Conformity with terms of delivery

Analyze/evaluation of completed work

« Added value of Asset Management” 47~

Competences : IM&ET
« Maturity of technical competences » Maturity of enabling technology/IT-
« Maturity of non-technical competences systems
« Willingness to change and learn * Quality and completeness of data
» Capacity for executing core processes + Data model
» Level of experience » Information Management capability
» Employee appraisal » AM ownership of IT and data
» Education/training * Knowledge management (including
- Budget and time for training and data analytics)”
education » Applied IT-tools
General Key Figures
=  Ownership « System size
* Major key figures = Customer mix
» KPI targets and scores * Network charactenistics (circuit
. i j , no. of transformers,
rba:‘ornezrqects Perionec s m condition of assets, etc.)
« R&D = Type of regulation

« Financials (OPEX, CAPEX)
* Performance (SAIDI, LTIF, etc.)

* Additions/changes IDAMS 2016
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Schedule IDAMS 2016/ 2017

BEVE!
. : Data
Phase- Solicitation collection validation
& submittal
Timing: Q4 2015/ Q1/Q2 2016 Q2/Q3 2016
Q1 2016
Content: - Preparing * Issuing data collection * Evaluation quality of
participation material submitted data
agreement + Participants collect + Talking to individual
+ Contacting data participants on invalid
companies ) . data
* Answering questions
+ Finalize participation with respect to inter- * Resubmit/ revise
pretation of data corrupt data

» Submitting data

Timing: Q3/Q4 2016 Q12017
Content: * Performing analysis « Preparation of findings
* Quality review « Results / Best practice
Workshop

« Finalizing reports
* Interviews/discussion
* Issuing reports

IDAMS is executed in two-year cycles. Solicitation for the 2018 cycle starts

mid-2017. There will be both returning and new participants in the upcoming

cycle.

IDAMS is a learning experience for the participants and delivers a

considerable amount of insight for AMS improvement initiatives.
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Results — Benefits of an AMS

The impact of 13 potential benefits of an AMS on financial flexibility was
assessed. According to the peers the following benefits of an AMS have the
biggest impact on financial flexibility — the lowest and the highest benefit

peers mentioned are stated:

* More thorough budget prioritization: >1,000k€ - >10,000kE
« Alignment between strategy, policy, and plans > 100k€ - >10,000k€
* Improved transparency and control of workflow > 100k€ - > 1,000k€
* More confidence at stakeholder level > 100k€ - > 1,000k€
» Structured and transparent processes > 100k€ - > 1,000k€

For the remaining assessed benefits the spread between highest and lowest
mentioned impact was higher than for the top-five scorer. At least there were
another five benefits with a highest mentioned impact on financial flexibility of
> 1,000kE:

« Structured documentation,

» Better understanding of risks,

* Improved negotiation position with regulator,
* Less difficult audit from regulator,

* Improved reputation.
All peers acknowledged there still is room for improvement. Key success

factor is to have the right data at the right time for opportunity and risk

analysis, decision making and portfolio optimization.
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Results

omM-1.
omM-2.
omM-3.
OomM-4,
OM-5.
oM-6.
omM-7.
omM-8.

PRO-1.
PRO-2.
PRC-3.
PRO-4.
PRO-5.
PRO-6.
PRO-7.
PROC-E.
PRO-8.
PROC-10.
PRO-11.
PRO-12.

ComM-1.
COM-2.
ComM-3.
COomM-4.
COM-5.
COM-6.

IMET-1.
IMET-2.
IMET-3.
IMET-4.,
IMET-5.
IMET-&.

Operating Maodel

Separated BusinessRoles
Clearly-defined Asset Management Policy
Guiding BusinessValue Framework
Target Setting

Performance management [KPIs)

Well Defined Risk Re gister
FullyDocumented Processes

Leadership

Process

Maturityof Risk Management

Maturityof AssetSystem Strategy

Ma turityof Investment Planning

Ma turity of | nvestment Delivery Management
Life Cycl e Man agement

Cle arly-defined Policies
Decision-makingSkills
Prioritization/Optimization o f CAPEX/OPEX
Standardization

Control of Progress and Changes

An alvse/Evaluate Completed Work
Decision Support Tools

Competences

Maturityof Technical Competences
Maturityof Non-technical Competences
Willingnessto Change / Learn
Capacityfor ExecutingCore Processes
Level of Experiences

Training

IM & ET

Ma turityof Enabling Technology
Qualityof Data (Assetlnformation)
Inform ation Ma nagement Capability
AM Ownership IT & Data Ma nagement
Completeness of Data Model
Maturityof Data Analytics
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Analyses is divided into two
core areas (Operating
Model and Process) and two
enabler areas
(Competences and IM&ET).
Each area consists of
several elements that

maturity is assessed for.

The IDAMS maturity scale is
aligned with the 1AM
maturity scale used for
assessing compliance
according the requirements
of ISO55001.

On the next page the
results, per element, are
presented in a spider
diagram, reflecting for each
element the maximum,
average, and minimum

maturity.



Results over all peers

PRO-1

MMax COM-5

DOAvg.

iZ'Min

iZ'1S0 55000 Compliance Score

Although the average line indicates a sound maturity close to 1SO55000
compliance level, detailed analyses revealed huge differences over the peers.
There are no elements indicating clear strengths or weaknesses over all
peers. Additionally, it is important to mention that both max and min scores
are distributed evenly over all participants. Each peer has its individual

strengths and development areas.
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Results over the four Best Performers

When looking at the four Best Performers, the picture is clearer, although still
diverse.

Detected strengths are “Guiding Business Value Framework” and
“Clearly Defined Policies”. These are two elements that are important for
giving direction within the asset management system.

Along with the strengths, there are also some areas for development (see
next page).
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IDAMS 2016/2017 | © UMS Group Inc., All Rights Reserved | Page 10



Results — Development Areas

* Operating Model — Target Setting

* Process — Decision Making

* Competences — Willingness to Change / Learn

* Competences — Training

These are the four main areas for development among the Best Performers.
The combination of strengths and development areas indicate that the
organization with the most balanced elements might be the one getting the
most value out of its asset management system. What does it help to have a
good business value framework when the organization struggles to define
targets for the business values? Functional policies are no more than written
paper when the organization does not make transparent and determined

decisions accordingly.

Within the spider diagram, the areas of Risk Management and IM&ET do not
draw special attention. Implementation and processes are in accordance with
the standard. However, looking at content, structure, and tools, reveals that

several of the participants may have issues in these areas in the near future:

Risk Management: Is often focused on technical, bottom-up approaches,

dealing mainly with risks of asset failure. Threats on the fulfillment of
stakeholder requirements (top-down approach) are not properly managed.

IM&ET: Main application supporting the AM processes is MS Excel. MS
Excel can neither be integrated in an automated AM process, nor deal with a
large amount of data for analysis purposes, necessary for timely decision

making.
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Results — Improvement Initiatives

The participants’ improvement initiatives for the upcoming two years are

divided as follows:

Next two years All BPs | Other aAlelclolel elalul

(9) a) (5)

Certified Companies [ ] I

BP Companies

Operating Model I 3 1 2 1 1 1

Process l12 6 6 1122121212 1

Competences I8 4 4 2 22|11
IM & ET .15 6 9 2 (3(1]3 1] 2 3

Best performers determined their areas in need of improvement are mainly
Risk Management and Implementation of Advanced IT-tools, which fit with the
findings of IDAMS. These results also fit with the findings of the IQPC Survey
that identified ‘risk assessment and management’ as well as ‘data
management and data quality’ to be among the top 5 priorities for

improvement during the next 6-12 months.

34.7% 28.3% 24.6%

1ing a coordinated asset mproving data plementing new
management sirategy at management regulations and
and data quality standards

16.2% 16.2%

proving risk Prioritising and
assessment and planning asset

management investment
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AM Performance vs. Operational
Performance

IDAMS is based on the hypothesis that a better AM performance leads to a
better outcome, measured by the Operational Performance which is reflected
by a weighted set of KPI (e.g. SAIDI, LTIF, ROCE, ...).

All peers are scoring in the AM maturing zone (Yellow triangle). However

Company ‘B’ is the peer with the lowest

g Lowimead impact of the AMS on the operational
g
2 performance. And Company ‘C”’s AMS has
5 oage«@“‘ the highest impact on operational
% ge\‘“ 1""“"a
g “;,,wf‘“g performance although less mature.
g
< Detailed analysis indicated Company ‘C’ is
Operational Performance ) . .
facing lesser restrictions than ‘B’.
= Good Asset Management =
Good Restrictions Management
AM Performance vs. Operational Performance vs.
TOTEX (EUR)/ Total Circuit Length
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S 4.0 -
O
N
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£
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)
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Operational Performance Score
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Results: The IDAMS Conference

In March 2017 IDAMS ended with a two-day results conference in Amsterdam

(NL). Every peer was invited to contribute a minimum of one of the five

facilitated Best Practice Workshops, with a short presentation. The five

workshops were:

1.

Opportunity _and Risk Management Implementation:  Integration of

opportunities is still an issue — One peer proposed to make opportunities
and risks comparable by seeing a missed opportunity as a risk and vice
versa.

Line-of-Sight: From Strategy to technical measures, different valuable

insights in aligning Asset Owner view and Asset Manager view were
presented. In general there is some potential for development.
Strategic AM Plan (SAMP): [SO55001 is unclear as to how a SAMP

should look; Presented versions have a strong technical focus;
Development area: cross-functional business view

Role Interface AM — AS: Collaboration and structured processes are the

keys to success

IM & ET: An IT-Tool for supporting selected AM processes was
presented; a multi-million EURO Process and IT Project was presented.
One peer shared his vision that data-driven AM can reduce the need for

AM — FTE by 50%, and data/ information is another important DSO asset.
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Summary & Conclusion IDAMS 2016

Nine participants from Austria, Finland, Germany, the Netherlands, and
Portugal, contributed to IDAMS 2016 cycle and compared their asset

management system with peers.

All peers created substantial financial flexibility with their AMS and they are
focusing on physical assets but there are considerations to extend the AMS
by additional assets (e.g. data/information).

Average AM Performance slightly differs from peer to peer on an overall
competent level. Main development areas are in the fields of cross-role /
function alignment, risk and opportunity management, and developments for
data-driven AM. Peers will deal with these developments in their upcoming

improvement initiatives.

DSO have more than mere physical assets. There are also e.g. data/
information, legal rights and contracts, skills, and resources. In order to
harmonize the overall management, it is advisable to integrate these assets
and the responsible organizational units into the AMS. This requires a broader
perspective for opportunity and risk management, and increases the amount

of data necessary for fact-based decision making.

Analytic skills and tools are required for this. Actually, AM software can be
considered as a strategic issue, and it is up to the industry to develop
strategic partnerships for accelerating solutions for data driven asset

management.

Most of the IDAMS participants have already indicated they will also join
IDAMS 2018.
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Find out more

UMS Group has been involved in the development of Asset Management
since the early 90's. We have built up a large library of case studies,

technologies, frameworks, and data that we use in serving our customers.

We created this eBook to provide new insight where benefits from 1SO55000

may be found, and to help with quantifying your case for action.

We hope we succeeded in providing added value to the industry in the

journey of discovery named Asset Management.

You can contact us at info@umsgroup.com
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