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RELIA Reliabilityweb.com® and Uptime® Magazine present

RELIABILITY

Conference

Las Vegas

The RELIABILITY Conference is designed

for those who lead, manage and contribute
to a reliability and asset management
program. Reliability leaders, asset managers,
maintenance managers and asset condition
management experts will deliver information

you can put to use immediately.

Topics Include

» Reliability Centered Maintenance

* Predictive Maintenance

* Work Execution Management

* Asset Condition Management

* Reliability Engineering for
Maintenance

» Defect Elimination

* Lubrication

ISO55000 Asset Management
Computerized Maintenance
Management Systems

Maintenance Planning & Scheduling
Managing Maintenance

MRO Spare Parts Management
Failure Mode and Effect Analysis
Root Cause Analysis

888.575.1245 | 239.333.2500 | www.reliabilityconference.com
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e A JoOUrney to
e ONNAPE ReliaDility
== Excellence at
«Lpart2 Bristol-Myers Squibb

o Aligning a Framework
Within Our Sites

by George Williams and
Robert Bishop

(PartB

The Central Team’s Effort
Aligned to Our Strategy Part 1, published in Uptime Magazine’s December/January 2016
issue, discussed the initial implementation of Uptime Elements
at Bristol-Myers Squibb Company (BMS), including an exercise in
which our sites prioritized the elements to determine our path going

forward as a company. As we wrapped up our exercise, the sites

were challenged with taking this framework back to perform similar

‘ Part4 exercises and integrate the framework into their local strategies.

Part 2 demonstrates how the adoption of a common framework

Journey to 200 CRLs translates at the site level and how the unique use of this framework
begins to drive the culture at BMS.
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Figure 1: Uptime Elements prioritization developed at the Reliability Excellence Conference, October 2014

e left our conference with a

sense of urgency and unity

inspired by what our com-

mon path forward looked

like and the opportunity

ahead. Like any other amaz-
ingly inspirational and motivational moment with-
in an organization, this one left us questioning af-
terward how to continue the momentum gained.
How do we keep this going without losing steam
and, more importantly, how do we take this new
framework back to our sites and incorporate it? As
a leader, your role is to set a vision, provide capa-
bility and, most importantly, get out of the way.
The central team was to work on the elements
prioritized by the team to develop the centrally
governing base elements, but not to do so at a
level that would impede progress and continu-
ous improvement at the sites. Our approach was
to wait. Wait for the sites to digest the framework
and hopefully run withit.

And so we waited, not knowing if the sites
had gone back and simply decided the framework
had little value or if they were going to adopt it.
Why did we wait? Simple, we were trying to cre-
ate something bigger, something more than tasks,
more than initiatives, something organ-
ic. We waited to ensure the sites would
develop ownership of the framework,
or not. Because only with a sense of
ownership could we create a culture of
empowerment. We planted a seed and
were waiting for a grassroots, culturally
aligned organization to sprout up and
declare their independence as a unified
community focused on reliability. And
so we waited.

And listened. During our biweekly
meetings where we discuss ongoing initiatives
both at the sites and centrally, we hoped to hear
progress. Sites are on a rotating schedule to deliv-
er to the global community their current progress

and any benefits realized, including details on
implementation, struggles, lessons learned and
next steps. Week after week went by, the antici-
pation turned into anxiety, and maybe even a bit
of worry. Changing the direction of our strategy

Create something bigger,
something more than tasks,

more than initiatives,
something organic

by implementing a new framework and doing so
as described in Part 1 of this article presents some
risk. It was time to see if the risk was going to pay
off or cause confusion.
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Figure 2: BMS Syracuse’s strategy pyramid

Still waiting. ...waiting....then....spark, there
it was. After four months of waiting, in March 2015,
a site presented its initiatives and tied them to our
community-developed prioritized elements. The
site specifically detailed how its initiatives tied to
the elements, demonstrating with communication
boards throughout the site where the Uptime Ele-
ments were posted. A spark.

That's typically all it takes for a revolution. An
adopter to an ideal, not the central driver, allow-
ing others to see more clearly the potential that
change can offer and providing the motivation to
do so. The next month, we saw a breakthrough.
Not only did this site provide its alignment with
the global priorities, it did something we never
even thought of - they showed creativity and
ownership of the framework. There it was on the
screen, an adaptation of the framework presented
graphically. But more than that, it was an articula-
tion of the site’s path going forward from one ele-
ment to the next covering more than three years.
The plan was graphically represented as a pyramid
and then detailed across a timeline with a plan
for each element over the three-year period. The
strategy, whole and complete, utilizes the frame-
work, is owned locally and is easily communicated.

From the time we began, it seemed like for-
ever for the central team to see adoption, owner-
ship and commitment to the framework, but in
reality, it was immediate. In speaking to our sites
recently in preparation for this article, we found
that all teams went back to their sites after our
global conference and immediately began work-
ing on similar exercises. Most sites decided at the
conference or on the way home that they were on
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a mission to align their efforts with the elements,
discover opportunities and build a reliability in-
frastructure. As stated by one individual, “The
first time | saw the Uptime Elements framework
was an eye opener, like putting a face to a name.
Immediately, we started working on a plan that
would bridge what we were doing at the site and

the Uptime Elements framework. It was simple,
self-explanatory and easy to explain to others.”

Each site went through its own journey, sepa-
rate but independently similar. Some started from
the ground up, others from senior management
down, but in the end, the steps seemed to align
in an organic way. All had the same steps in com-
mon: Reviewing the framework, site initiatives
and areas of opportunity, and then, similar to the
global team, prioritizing the elements and align-
ing them to their strategy. This took some time
to coordinate, review, finalize, develop a working
strategy around and create communications for
the global team. All the while the central team was
sweating itout.

Over the course of the next few months,
much was the same from site to site. Each site
approached the use of the Uptime Elements with
a unique twist. We were all utilizing the same
framework to come up with aligned, but unique,
approaches to articulate our efforts. Each site lev-
eraged the elements in similar, but very different
ways. The organic nature of the elements (no pun
intended) enabled the sites to link individual goals
while aligning to corporate goals. This alignment
was important to the overall reliability excellence
direction of the company.

It is critical that the system you choose allows
for everyone to leverage its structure while having
individual creative freedom to develop solutions
they can align behind. The Uptime Elements hap-
pen to provide a holistic approach to reliability that

liability Excellence chemistry S+
usiness Process People & Culture &
& Execution Technical Skills Engagement

Energy
management

@ Availability/OEE
LJ

PM Compliance

Quality Events
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Figure 3: Example of site strategy using Uptime Elements
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Figure 4: Example of site strategy using Uptime Elements

can be easily incorporated into your existing goals
and facilitate further development and alignment
of future goals. As you develop your strategy, it is
important to have both structure and guided di-
rection, but it is equally important when dealing
with multiple groups to allow for the creative free-
dom necessary to instill a sense of ownership.

The ability to have complete creative free-
dom while being restrained to a defined approach
is something this particular framework facilitates.
One site started tagging all their projects with a
correlating element. More than one site actu-
ally created new elements, such as Em (Energy
Management), Ewu (Energy Work Unit) and Km
(Knowledge Management). This demonstrated
to us that the sites had grabbed ahold of the el-
ements and taken steps beyond the core under-
standing. Only an excitement and true adoption
of ideas would result in the expansion of this
framework. Some groups even experimented with
creating compounds from the elements, for exam-
ple, if all conditions were not ideal or at minimal
present, this element expansion would not occur.
The framework provides an infrastructure, a foun-
dation that enables success, but also can support
both vertical and horizontal growth where an or-
ganization needs it. As the sites continue to spread
this knowledge to more and more individuals the
responses are best summarized as, “A powerful
tool with great visual impact”and “An easy way to
explain our way!”

While we discuss this in terms of the frame-
work’s use, the key to this culture is a unified ap-
proach to communications, a common terminol-

ogy and a clear vision for where we are going. The
framework in and of itself does not drive this, but
can facilitate it. What is driving this change is our
people — a team dedicated to creating a culture of
reliability, but using a framework to doso.

Creating a culture of reliability offers the abil-
ity to take full advantage of your team’s potential.
One site leader, when asked about the benefits
seen, said: “The most significant benefit was the
engagement of the entire maintenance team.”Can
you imagine the power of having the entire team
engaged? Not only can you achieve results, but
you begin to create something very special.

An organic culture has emerged within the
company due to the sites utilizing a unified ap-
proach to articulate the strategy. It is a culture that
is supportive, nurturing and spreads like wildfire
as our team members feed off one another’s cre-
ative input and successes. There is an environment
of complete cooperation across boundaries and si-
los, one of knowledge sharing and not self-protec-
tion, and one where input from all over the world
is welcomed, respected and discussed openly in
an effort for the entire company to benefit.

So what are you waiting for? Anyone can
plant this seed in their organization and it will
grow with a little care and nutrition. Fortunately
for you, there is an enormous network that can
help you find that nutrition. Create connections
inside this amazing industry full of professionals
who genuinely look to help one another. Take
that first step, be a leader, drive change, share the
Uptime Elements framework within your organi-
zation and wait for a spark.

It's an exciting time at BMS in terms of reli-
ability. To continue to foster this culture, we have
set some goals for spreading the understanding
of our framework. In the next installment, we will
look at the role of the central team’s effort to align
with our strategy.

George Williams, CRL,
CMRP, is the Associate
Director, Asset Management
for BMS. George began his
career at BMS in 2000 as a
contract technician within the

maintenance team. He is an

instructor for the University of
Wisconsin Maintenance Management Certificate
program and has a MS in Reliability Engineering
Management from Monash University.
www.bms.com

Robert Bishop, CRL,
CMRP, is a Maintenance
Engineer for BMS, Syracuse. He
has an undergraduate degree
in Mechanical Engineering
from the University of

Rochester and an MS in

Bioengineering from Syracuse
University. Rob has worked for BMS for over 9
years, supporting equipment in several roles. He is
an early adopter and loves to improve systems and
our culture. Rob has the IAM Certificate for
1SO55000. www.bms.com
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Reliability Leadership Institute | Fort Myers, Florida

Certified Reliability Leader
Workshops

The industry’s most advanced thinking in reliability

Q Included in your registration
4-Day Workshop Pass

‘ Uptime Elements Passport Series plus Travel Guide -
$150 value

30 - day free trial to the Uptime Elements Academy
Learning Management System - $299 value

CRL Exam - $299 value
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