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V. Deployment of an innovative approach to lead this Program
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▪ DuPont reported that the
most likely person to be
injured is a maintenance
technician, with less than two
years’ experience, doing
reactive work.

▪ In ≈66% of companies,
≈60% of injuries occurs while
doing reactive maintenance.

▪ ExxonMobil reported that
accidents are five (5) times
more likely in maintenance
when doing breakdown work
than when doing planned and
scheduled work.

RELIABILITY AND SAFETY RELATIONSHIP : 
«A RELIABLE PLANT IS A SAFE PLANT»



OCP STRATEGY
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LIDERSHIP AND PERFORMANCE MANAGEMENT

HSE EXCELLENCE, VISUAL MANAGEMENT, 5S, 

COMPENTECIES DEVEL, PROBLEM SOLVING
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"WORLD-CLASS" MAINTENANCE, A MAJOR LEVER TO ACHIEVE THE 
OPERATIONAL EXCELLENCE ...
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MAINTENANCE REPRESENT ON AVERAGE 60% OF OUR POTENTIAL COST 
GAIN IN BOTH MINE AND CHEMICAL PLANTS

02 KEYS LEVERS TO ACHIEVE THE OPERATIONAL EXCELLENCE ...

“The professionalization of maintenance” with

the deployment of an innovative approach, to deal

with the complexity of the project :

▪ Process function deployment : to ensure that

operations are carried out in accordance with all the

criteria of safety, performance and quality. Its aims to

improve and optimize industrial processes.

1

2

COST DEPLOYEMENT 2016



MAINTENANCE, A STORY THAT BEGAN IN 2006 
AND CONTINUES OVER TIME

Implementation of CMMS in all Industrial Sites 

Set up the BdM function as part of the IQLAA Transformation

Projects / Initiatives of  professionalization de 
of the maintenance in Site/Axe

Project of professionalization of maintenance with focus on 03 axes 
(CMMS, Standardization, spare parts process)

Adoption of a new and innovative to manage this
complex Program « Professionalization of Maintenance »

20162006 2009 2014 2015
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No Accountability

No planning

No scheduling

Overhaul & 

turnaround 

Planning

Limited PM Program

Work Order System

Downtime tracking 

& Team based RCFA

Predictive 

Maintenance

Techniques

Dedicated 

Reliability Program

Operations’ 

Participation

Staged Decay

Overtime

Heroes 

Internal

Competition

Competitive

Parity

No Surprises

Competitive

Advantage

Don’t fix It

Fix it after it breaks

Fix It before it breaks

Don’t just fix It 

improve it

Regressive Domain

Reactive Domain

Planned Domain

Proactive Domain

Strategic

Domain

1. Fire-fighting

2. Maintaining

3. Preventing

4. Improving
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Proactive Maintenance

Predictive Maintenance

Preventive Maintenance

Reactive (Breakdown)

Maintenance

FMEA RCM

World Class KPI’s

JOURNEY TOWARD A «WORLD CLASS MAINTENANCE»

By the end 
of 2018 
We were 

here 

Before 
2016



GLOBAL MAINTENANCE ASSESSMENT : OBJECTIVES, SCOPE, APPROACH & 
TIMELINE

1. Strategy & Standards

2. Organization & Competencies

3. Preparation & Planning

4. CMMS

5. Reliability

6. Preventive Maintenance

7. Spare Parts & Inventory

8. Maintenance Execution

9. Performance Management 

Systems

10.Continuous Improvement

11.Asset Management

12.Autonomous Maintenance

The multi-site diagnostic deployment 

leveraged independent teams :

• 05 industrial sites – 34 Business Unit)

• Site teams were comprised of 4 – 6 

JESA and OCP individuals 

Diagnosis Axes
Survey

Approach and Timeline



ASSESSMENT END PRODUCT



WHERE WE BEGAN IN 2016, ALMOST ALL LAGGING AND LEADING 
KPI’S ARE UNDER THE TARGET

Keys Takeaways
KPI’s OCP Values in 2016 

(%)
Leading Practice 

(%)

Production loss breakdowns 3-8 <1,5-3

PM+PdM % to total maintenance 30-40 75-80

PM compliance 50-60 90-95

Planned work orders <60 90-95

Unplanned Work Orders 30-40 5-15

CMMS Use 40 100

• Lack of AM Strategy and Alignment

• Necessity to Effective work management / 

standardization

• Lack of Equipment strategies and performance 

history

• CMMS not fully used in all sites

• Spare parts: procurement process not flexible, 

• Lack of coordination Maintenance Execution VS 

BdM

• Reliability function not captured by 

organization

• Maintenance is perceived as a cost center not a 

profit center

• KPI’s not captured via CMMS

• Lack of a standardized maintenance dashboard 

common in all sites 



WE HAVE ADOPTED AN INNOVATIVE APPROACH TO LEAD THE 
MAINTENANCE TRANSFORMATION PROGRAM 

Le 03/11/16

➢Define the project 

ecosystem

➢Build project 

governance

➢ Identify actors to 

meet for SCAN

➢ Identify the key 

actors to lead the 

project

➢Detect Divergences

➢Meet and listen to key 

players

➢and boost their 

membership

➢Build a common/ 

collective vision of 

the project

➢Define and prioritize 

the key topics for 

this program

➢Express the 

conditions of 

success

➢Structuring project 

interdependencies

➢Define  the 

conditions for 

success of this 

program

➢Set the individual 

commitment

➢Verify the 

implementation of the 

actions defined in the 

BUILD cycle

➢ Identify and manage 

the project risks

➢Share progress

CONNECT SCAN TEAM BUILD RUN

ActionPreparation

M Bouyaghlafen avr-17 M Messaoudi mai-17 M Boulahya juin-17 Mme Belhaj juil-17

Prof.BdM Gravité Prof.BdM 1000 Prof.BdM 1000 Prof.BdM Gravité

M Bassir avr-17 Boulahya mai-17 M Lyoubi juin-17

Prof.BdM Gravité Prof.BdM 1000 Prof.BdM Gravité

M Attini avr-17 M Attini mai-17

Prof.BdM Gravité Staffing BM Gravité

M Messaoudi avr-17

Prof.BdM Gravité

Le document modèle 

organisationnel du BdM est 

rédigé

Le document modèle 

organisationnel du BdM est signé et 

émis

Un SCAN des responsables BdM 

et responsables maintenance OI 

permet de les impliquer dans la 

démarche et récuperer leurs 

propositions

Les fiches de poste sont mise à 

jour à l'échelle des opérations 

industrielles (formaliser les 

attributions de chaque poste du 

modèle retenu)

Des benchmarks externes 

permettent d'identifier des 

organisations BdM  externes 

performants (Jacobs, 

Lafarge,TKIS…)

Des modèles BdM sont proposés 

basés sur l'analyse de maturité, 

le SCAN/SWOT et benchmark

 Les membres de la CoP 

présélectionnent un modèle 

d'organisation BdM lors d'une 

journée de travail 

(Organigramme,fiches de postes, 

Le modèl BdM et règles de 

dimensionnement sont acceptés 

par les responsables entités

Le modèl organisationnel du BdM 

est accepté par la DOI 

(Organigramme,fiches de postes, 

KPI, interactions internes et 

externes…) 

juil-17juin-17mai-17avr-17

L'analyse de maturité de chaque 

BdM est réalisée pour positionner 

les BdM par rapport à la 

référence actuelle



CONNECT AND SCAN PHASE 
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A multidisciplinary 
team

TEAM PHASE : SHARED VISION IN SHORT, MEDIUM AND LONG TERM 
ESTABLISHED BY A MULTIDISCIPLINARY TEAM

Shared Vision in 
Short, Medium 
and Long Term

STRUCTURED AND UNIFIED 
MAINTENANCE IN 
TRANSFORMATION 

DYNAMICS

A OCP MAINTENANCE MODEL 
BESED ON REAIBILITY

A WORDL CLASS 
MAINTENANCE

1 YEAR 3 YEARS 5 To 8 YEARS



1

5
15

Sub-Team 1 Governance

• Develop a maintenance policy & strategy
• Design and implement an agile maintenance organization model
• Staffing of technical and Method
• Maintenance performance Management process

Sub-Team 2
Process 

• Establish a standardized process (simple and efficient)
• Asset Management process 
• Purchasing spare part & Inventory Management process
• Subcontractor Management process
• Maintenance Set up Excellence
• Maintenance execution excellence
• Reliability process (MEL, Criticality, RCFA, Defect elimination,…)
• Multi-year budget process

Sub-Team 3
Capability

• Development of technical and managerial skills/Competencies
• Create Reliability Excellence Community of Practice

Sub-Team 4 Management Change 
• Plan and manage change and communication
• Set up a management committee to ensure Sites are committed 

Sub-Team 5 Digitalization
• Use of CMMS as an exclusive tool to manage Maintenance
• Transformation of digitalization opportunities into maintenance performance

TEAM PHASE : 18 TOPICS CONSTITUTE THE BACKBONE OF THIS 
TRANSFORMATION



TEAM PHASE : AN OPPORTUNITY TO EMBARK ALL STAKEHOLDERS AND 
CREATE SENSE OF OWNERSHIP 



BUILD : DEFINE THE DESIRED OUTPUT AND GET AN 
INDIVIDUAL ENGAGEMENT FROM EACH ACTOR



MANAGEMENT SYSTEM : SETTING UP A REGULAR TOUCH BASE 
MEETINGS

Topics Management meeting

Management committee meeting 

Steering committee meeting 

Frequency : Weekly meeting
Team : Topic Leaders + Team

Frequency : Monthly meeting
Team : Topic Leaders + Core Team

Frequency : Every 02 Months
Team : EVP + Site Directors + Core TEAM

Maintenance community of practice 
Meeting

Frequency : Every 03 Months
Team : Operational Excellence Director + 
Maintenance and Reliability Excellence Community of Practice

MASTER PLAN : A POWERFUL PROJECT MANAGEMENT TOOL



CURRENT STATE: BY THE END OF 2018 WE HAVE ACHIEVED A 
TREMENDOUS IMPROVEMENT

Keys insightsKPI’s OCP Values 
in 2016 (%)

OCP Values 
by End of 
2018 (%)

Leading 
Practice (%)

Production loss 

breakdowns

3-8 1-4 <1,5-3

PM+PdM % to total 

maintenance

30-40 65-80 75-80

PM compliance 50-60 75-90 90-95

Planned work orders <60 80-95 90-95

Unplanned Work Orders 30-40 5-20 5-15

CMMS Use 40 85-95 100

• KPI’s Values near from benchmark

• Shift from reactive to proactive maintenance

• Change in maintenance perception : shift from 

cost center to profit center

• Maintenance policy and strategy defined, 

shared and deployed in all sites 

• Best Practice sharing, adoption, and application

• CMMS fully used in all sites and KPI’s measured 

via CMMS

• All Maintenance processes are standardized and 

used by all sites 

• Spare parts: procurement process is simplified

• Best alignment and coordination between 

Maintenance Execution and BdM

• Reliability function captured by organization
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Thank you




