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ASSET MANAGEMENT, GOOD CONFIGURATION LEADS TO SUCCESS

Many utilities across Florida have been grappling with the seeming endless methods and products available to become more efficient.  Computerized Asset Management and Maintenance Systems (CAMMS) stands as one of the primary avenues to catalog assets and manage the work performed on them.  The City of Clearwater set out with a mission to build a city-wide solution to address these needs.  The first departments selected for deployment were Public Utilities and the Stormwater division of Public Services.  The CAMMS application incorporates the original goals of work order management, better cost tracking, scheduling, preventative maintenance, timekeeping, material usage, asset record storage and warehouse.  The City of Clearwater selected SPL Enterprise Asset Management, formerly known as Synergen Series 6 application, from SPL World Group, Inc., of Walnut Creek, CA.  The SPLEAM implementation was initiated in August 2003 and the system went live in March 2004, on time and under budget.  The implementation was a complete success with minimal issues, all of which were promptly resolved within days of our go live date.  

From the beginning, the CAMMS project had very specific goals.  The CAMMS was intended to be the repository of asset related information along with sophisticated tracking capability and comprehensive work order management.  Asset information comes from numerous sources including the city’s utility management system (billing and customer service), Geographic Information System (GIS), and field sources.  Existing tracking systems were categorized as fragmented with multiple applications and little shared information.  Much of the data was entered multiple times in the different systems, increasing the likelihood of data entry errors and missing information.

Successful implementation of the city’s CAMMS required a unique team.  Team members had to be technically savvy, knowledgeable of business processes, dedicated to the project and above all, have a positive attitude.  Members also had to have appropriate authority to allocate department resources required to complete the work.  The city also used the “Train-the-Trainer” approach taking advantage of team members’ knowledge and application knowledge retention.

To achieve the primary goal of a single information repository, four comprehensive interfaces were developed with plans for additional interfaces.  All relevant information from these sources had to be transferred to the CAMMS application for initial data population and then periodically updated as new information is added to the original source.  The interfaces include the Utility Management System (UMS) by Cayenta, Inc., GIS by ESRI, Supervisory Control and Data Acquisition (SCADA) by Citech, and the Human Resources Management Information System (HRMIS) by Peoplesoft.  Future plans involve two additional interfaces: a comprehensive purchasing and financial interface and a sanitary sewer TV data collection software interface.

Good configuration and approach is critical to successfully implementing a CAMMS.  Support from senior management is required.  Team members must have the right combination of positive attitude, technical knowledge, business knowledge, application knowledge and authority.  Team members must be allowed the significant time required to properly review and implement their tasks.  Expectation of the team members and the CAMMS application need to be clearly identified before work begins.  A successful CAMMS implementation requires careful consideration from organizational to technical aspects to ensure all data and operational aspects are addressed.

COMPONENTS OF THE PRESENATION

INNOVATION/CREATIVITY

How did you unleash or encourage creativity in order to generate solutions?  What ideas or opportunities emerged during your creative process?  How did your program/concept stretch or improve the boundaries of ordinary governmental operations?

Implementation of the application allowed core team members the opportunity to think in new ways.  The application allowed the ability for processes to be completed in several different methods.  This allowed the departments to select methods that were the most efficient for their particular operation.  Additional opportunities became available when databases were linked via interfaces.  Information stored in one application is now shared with others allowing detailed analysis that could not be completed previously.

QUALITY MANAGEMENT

What quality management principles, tools, and procedures were applied to your service delivery?

SPL provided business analysts with extensive knowledge of the application and previous experience in municipal operations.  Leading the core team, they were able to keep members on task.  The business analysts maintained configuration spreadsheets maintaining what decisions had been completed and what decisions and tasks remained to be completed.  With the application in place, employees were encouraged to review various criteria to verify how their section is operating.  Additionally, members of the project’s Core Team assisted each other in ensuring that business decisions that were being made would not conflict with other City practices.  Finally, the I.T. Department representatives on the Core Team ensured that information necessary for data migration and interface development, was transmitted to the vendor in the proper format and in a timely manner.

VALUE PROPOSITION

What customer needs and expectations were identified and fulfilled?  How did your initiative improve access to your government?  How was the health of your community improved as a result?

The city’s expectation was to combine multiple applications into one cohesive solution, reducing opportunities for error, increasing operational efficiency, and leveraging the power of shared data.  All of this was accomplished with the selected application.  The operations for both of the Phase I departments have improved due to the reduction in staff time on redundant tasks.  The involved departments also have better asset control and analysis capabilities.

BUILDING ORGANIZATIONAL CAPACITY

How did you remove the barriers to innovation?  If you incorporated critical thinking and problem solving techniques, explain your execution process.  If your project involved teams, describe the level of autonomy, i.e. setting goals, HR function, budget authority, etc.  What technological barriers did you overcome?

The configuration process was complex and involved numerous city functions.  During configuration meetings, members of each affected department and division were included.  Issues and concerns were addressed during the meetings with everyone’s participation, understanding of the changes and ultimate concurrence.  All information on assets is being entered into the asset management application.  This provides one location for supervisors to review operational information and make critical decisions.  Previously, records were a combination of paper and electronic documents lengthening response time and adding opportunities for errors.

MANAGEMENT PHILOSOPHY AND CULTURE

What philosophy, literature, or body of research influenced your service delivery?  How is it evident in your program/concept?

More detailed asset management was required when GASB Statement 34 was initiated.  Compliance with Statement 34 required institution of an electronic asset management system.  Case studies have also shown that effective management of assets is more cost effective than a “run to failure” approach.

INTEGRATED PROCESSES

What business processes were used during the development of your program/concept?  If training and new technologies were necessary, what methods and/or applications did you incorporate? Was an outside consultant used?  If yes, please indicate the level of involvement and identify the firm.

The initial deployment of the application was to the Public Utilities and Public Services Department.  These Departments acted as business owners with specific knowledge of their operations.  The Information Technology Department brought knowledge of databases, programming and software configuration to the project.  The City wanted to deploy a citywide asset management system that would assist departments in managing the assets in their area of responsibility.  A single software solution was desperately needed and ultimately deployed.  All fieldwork is now monitored through the system.  The City also incorporated the train-the-trainer approach.  This allowed application knowledge to remain within the City for support and future expanded use.  The software selected for the project was SPLEAM.  SPLEAM provided business analysts to assist the City in analysis of processes, software configuration and “Go Live” of the application.

RESULTS/REAL WORLD ADVICE

If performance measures were used, indicate what they were within the category of qualitative, quantitative, efficiency, effectiveness, or workload statistics.  What final lessons learned could you share with other local governments?
Initial success was measured by a successful implementation with few issues.  Success of the application is currently being measured by how the application is being used by the operators, how difficult it is to maintain, how easily relevant information can be extracted and expandability.  Overall, the application has been a success.  Many of the issues that are being addressed are user related problems rather than technical issues.

There are a number of very crucial lessons learned from the application.  Team members with the proper mix of positive attitude, technical ability, interpersonal skills, and dedication are crucial.  Sufficient time must be provided for staff to complete required tasks.  Team leads must be sufficiently high in the organization to dedicate needed resources and make crucial decisions.  Implementation by City employees helps ensure retention of application knowledge and continuity of concepts.  Application functionality must be clearly identified with all departments involved.  A strong relationship between the user departments and technology departments is required.  Incorporation of these and other related elements will help ensure a successful project.

