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Material Management (MRO)
Our client's MRO processes were inefficient and lacked clear metrics for performance evaluation. Critical spares for
key assets were not identified, leading to potential downtime and operational disruptions. Implementation Engineers
designed and implemented required MRO processes and developed a Responsibility Assignment Matrix (RACI) to
streamline decision-making and accountability. By optimizing our client's materials management processes, we
addressed the MRO pain points and improved operational efficiency. The implementation of clear metrics, streamlined
processes, and proactive spare parts identification contributed to cost savings and enhanced asset reliability for the
client. Key activities of the workstream included:

Validated existing spare parts condition for PM12,
PM10 and Converting
Developed and installed MRO metrics
Developed MRO Process maps & tools

Implementation Engineers partnered with a prominent pulp and paper manufacturing client to drive significant
improvements in production and maintenance processes. The collaboration aimed to enhance Overall Equipment
Effectiveness (OEE) of paper machines and increase the output of the pulp mill to meet budgeted standards. By
leveraging our expertise in operational optimization, the team implemented a holistic Asset Performance Excellence
approach that encompassed streamlining MRO procedures, enhancing asset reliability, and optimizing maintenance
work management processes. In addition, we successfully implemented operational improvements for our client,
resulting in enhanced operational efficiency, reduced losses, and a strengthened team capable of driving continuous
improvement initiatives. 
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4 different systems
used to create a
material master

The Material Master process was
challenged with legacy systems,
improper Short Descriptions and
not being created with rigor and
being supplemented by spot POs

Formalized and installed cycle counting process
Installed critical spares for PM12, PM10 and
Converting, including max, mins and safety levels via
RE Critical spares project

25%
improvement in

work order
schedule

compliance
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Work Management Process Baseline 
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Maintenance Work Management
Implementation Engineers was tasked with improving the work order management process for our client who faced
frequent significant downtime events due to fifty-year-old machinery and equipment. Despite being an SAP enterprise
user with the Plant Maintenance module, our client lacked the necessary processes to fully leverage this technology.

®
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Drove an improvement in the Work Order
Management process by implementing best
practices for Identification, Prioritization,
Planning, Scheduling, Execution, Close Out, and
Quality Audits
Collaborated with a multi-functional client team
from maintenance and operations to install best
practice work order management processes
tailored to the organization's specific situation
and capabilities
Implemented a staggered deployment of the
seven process steps to facilitate incremental
learning and benefits

Established twice daily "stand-up" operations
and maintenance meetings to enhance
visibility and communication between
functional areas, instill confidence in the
processes, and improve response to
unplanned downtime events
Removed excess and obsolete work orders
to enhance data quality and focus planner
attention on relevant work
Provided one on one coaching and support
to process users at the point of use
Installed process metrics and quality audits
to ensure long term sustainability

Through strategic collaboration, tailored process implementation, and continuous support, we transformed the
maintenance work management process for our pulp and paper client. The implementation of best practices, utilization
of SAP Plant Maintenance module, and establishment of effective communication channels have resulted in improved
efficiency, reduced downtime, and enhanced overall operational performance for our client.

Activities during implementation included:
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Implemented a Reliability-Centered Maintenance
(RCM) analysis, specifically Failure Modes and
Effects Analysis (FMEA), on PM12 to identify
potential failure modes and develop a proactive
maintenance strategy
Developed a comprehensive maintenance
strategy based on the RCM analysis to optimize
asset performance and increase availability within
the project window

Reliability Engineering

®

Our client's assets were experiencing low availability and reliability due to underutilization of leading and lagging
reliability methodologies and tools. This resulted in increased operational risk, decreased asset life cycle, and higher
life cycle costs. Activities of the Reliability Engineering workstream included:

Established asset reliability processes and tools
utilizing Preventive Maintenance/Predictive
Maintenance Optimization (PMO) and Root
Cause Analysis (RCA) methodologies to enhance
asset performance and reliability
Defined critical spare parts lists for PM12, PM10,
and Converting equipment using IE critical spares
tool to ensure timely maintenance and minimize
downtime

Implemented
EasyRCA digital tool
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Reliability Processes & Tools

RCA used to
Protect the People
& the Process

PM Optimization Protects the most Critical Functions of the most Critical Equipment
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Operations Charters
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Operations
Implementation Engineers conducted a series of Kaizen events to address the operational challenges faced by our
client. The key objectives included reducing operational losses, developing our client team's bench strength in Lean
Kaizen problem-solving techniques, and establishing sustainable metrics and process owners to maintain the
improvements. Implementation Engineers collaborated closely with client leaders to identify and schedule the Kaizen
events focused on opportunities within paper machines and pulp production. Through a structured approach, multiple
client team members were trained in PDCA and Kaizen events, gaining valuable skills through apprenticeship under
the guidance of Implementation Engineers facilitators.

®

By leveraging the collective expertise of staff and operators, each Kaizen event successfully identified data-driven
opportunities and implemented solutions to enhance operational processes. The outcomes included the establishment
of standardized work procedures, the development of new maintenance preventive measures, and the initiation of
repairs for neglected equipment. Furthermore, process owners were appointed from each event team, equipped with
the necessary tools and expectations to monitor operational metrics, take corrective actions as needed, and sustain
the improved performance levels.
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Let’s Get Started
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Schedule a meeting with our team to discuss how
Implementation Execution (IX  ) can help your organization
achieve its goals. Submit an IX   request on our website at
www.implementation.com

Visit www.implementation.com to read more about IX   and
how we have helped our clients create sustainable results

Follow us on LinkedIn to stay up to date with the latest
industry insights and updates. Join our network to access
exclusive content and stay connected with our team of
experts

®

®

®

IX   Case Study®


