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Maintenance Excellence Management 
– A Powerful Methodology

The Hynds Pipe Systems is a New Zealand wide 
manufacturer of concrete pipe and precast products, with 
the East Tamaki Site being their largest manufacturing 
site. Hynds are also an importer of merchandised 
producst to the drainage industry and are a reseller to 
the civil and rural sectors. They provide solutions to the 
civil and environmental management sector.

The Hynds TPM3 activities are currently restricted to 
the concrete manufacturing facility at Auckland and 
they have been utilising TPM3 for 3 years. The first 
Maintenance Improvement Team (MIT) was undertaken 
in March 2003.

High expectations were placed on Neville Tapp, 
Operations Manager at Hynds Pipe as he  was the first 
speaker for the 2004 TPM3 New Zealand Networking 
and the audience were not disappointed.

Neville’s introduction was a humorous, but poignant, 
looking at what some maintenance departments can 
feel as they are squeezed under pressure and expected 
to work miracles for all the equipment performance 
problems. 

Neville shared how he thought Maintenance Excellence 
Management (a support pillar of TPM3) could help break 
a company out of this situation and what Hynd’s Pipe 
Systems had achieved within maintenance as well as 
how they applied their learnings to other areas of their 
site.

The Hynd’s Pipe System Maintenance department 
has seen a 30% increase in the amount of planned 
work being completed on site, with no increase in 
labour resources. The maintenance department had 
adopted the TPM3 Innocence to Excellence matrix and 
implemented actions to improve their score in all ten 
elements.
Neville started with an outline of how Hynds saw 
Maintenance Excellence Management (MEM) and the 
East Tamaki site’s experiences to date with five distinct 
phases. 

What is Maintenance Excellence? Neville described this 
as:
• Maintenance Excellence is a structured, continuous 

improvement methodology.
• It questions the status quo - asks some hard 

questions about your current maintenance 
practices.

• It helps you structure a plan for the successful 
management of your valuable assets! 

The first phase for Hynds was measurement. Once a 
Macro Maintenance Improvement Team (Macro MIT) 
was kicked-off they spent 3-4 weeks gathering a lot 
of data. They also had the results of a detailed TPM3 
Maintenance Innocence to Excellence Self Assessment 
Survey consisting of 100 questions that they summarised 
on the MEM Matrix. 

Does this sound 
familiar?

“We the willing, lead 
by the unknowing, 
are doing the 
impossible for the 
ungrateful.  

We have done so 
much, for so long, 
with so little, we 
are now qualified 
to do anything with 
nothing!”

Phase Three � the GAP
Maintenance Innocence to Excellence Matrix
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Performance
Measures

Organisation
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Human
Resources
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Base

Maintenance
Tactics

Materials
Management

Planning &
Scheduling

Contractor
Management

Reliability
Engineering

100%
Excellence

Personal action
plans and
appraisals are
clearly tied to the
Maint Mgmt
Strategy.

On-going
benchmarking of
metrics and
processes.

Maint structure
supports training
of operators in
equip functions,
minor servicing,
and root cause
failure analysis.

Empowered,
flexible, workers
with mastery
skills.  Self-
managed team
focus.

Expert
monitoring
systems used
where appropriate
which are fully
integrated into
Maint System.

The Preventive
Maint Plan is
continuously
being optimised
with support of
operators. The
"right" tactic is
applied based on
analysis.

Stores system
integrated to
Maint System
and Business
system. Bar-
Coding of stores
items where
appropriate.

All maint jobs
(other than defect
repairs) are
planned and
scheduled at least
the week before.
Linked short,
medium and long
term planning

Small number of
Contractors used
on long term risk
sharing
partnership
agreements with
high
innovativeness.

Risk and
unplanned failure
reduced to best in
industry.

Maintenance
improvement
action plans are
linked to the
Maint Mgmt
Strategy.

Statistical Process
Control applied to
Maint Process
Measures.  Equip
specific maint
costs available

Establish teams
for key objectives
in the Maint
Mgmt Strategy.

Multi-skilled
trades with
process capability
analysis and basic
operations
knowledge.

Easy access to
Knowledge Base
available to all
employees at all
times.

Preventive Maint
Plan exists for all
maintainable
items.  Emphasis
on Operator
involvement and
Predictive maint.

Single source
supplier
partnerships
established where
appropriate and
effective.  Area
stores with visual
controls.

Long term asset
planning
established.
Critical path
analysis used for
all rebuilds,
shutdowns.

Contracts are
established based
on the principle of
"risk sharing"

Effective Root
Cause Analysis
successfully
applied to extend
equipment life.

A clear Maint
Mgmt Vision &
Strategy is
documented and
communicated to
all employees.

Input, Process,
Output measures
reviewed and
displayed.
Downtime by
cause.
Segregated maint
costs reviewed.

Decentralised
with central
support.  Clearly
written mandates
/ roles for
Frontline,
Technical and
Strategic maint
groups.

Trades have
problem
identification &
solving, team
dynamics and
training skills.

Document control
system
established.
Maint System
installed and used
to manage
Knowledge Base.

Preventive Maint
Plan exists for
key equipment.
Compliance is
more than 95% as
scheduled.

Spares classified
with separate
strategies.  Spares
linked to
Equipment Drgs.
Standardisation
policies exist.

All but major
defect repairs are
planned and
scheduled
through the area-
based teams. All
planned jobs
provide adequate
details

All contractors
repairing rotables
are capable of
Original Equip
Manufacturer's
testing.

Basic Equip
Conditions
established.
Good failure
database.  All
major failures
investigated; PMs
modified.

Our main role is
to �stop it from
breaking�
however no
documented Role
of Maint exists.

Some downtime
records. Maint
costs regularly
available but not
segregated into
area / line.

Maint has
alignment to
production.
Team approach to
technical problem
solving.

Trades have
maint support
(inspection,
reporting and
Condition Based
Monitoring)
skills.

Plant register
established and
used for data
collection.
All drawings and
equipment
information
identified.

System exists to
identify all
critical
maintainable
items.  Emphasis
on inspection and
overhauls.

Stores catalogue
established.
Inventory
accuracy +95%.
All spares
identified and
protected .

Work Request /
Work Order
system
established.
Major, shutdowns
fully planned and
programmed.

Contractors used
for peak loads
and non-core
maint work.

Collect the data.
Equipment
histories
occasionally
reviewed for
failure analysis.

Innocence

Our main role is
to �fix it when it
breaks�.

Inaccurate or no
maint downtime
records. Maint
costs not readily
available.

Maint has no
alignment to
production.
�Command and
Control�
approach.

Trades have their
basic trade�s
skills, however
little or no
technical or
support training
given.

Ad-hoc records.
No plant register
or control of
drawings.

"If it ain't broke,
don't fix it".
Annual shutdown
and inspections
only.

Ad-hoc stores.
No costing or
control of spares.

No planning.
Little scheduling.
Short term focus.

All maint work
carried out by in-
house resources.

No failure
records.
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Phase two was establishing “Where to..” through setting 
an agreed mission, vision and targets for the key 
measures in phase one and the Innocence to Excellence 
scores. The target was to have all element scores equal 
to or greater than 60%. Then phase three was looking 
at the gap between actual and the ideal. The team 
developed action plans for each element (phase four), 
prioritised these and set to work implementing them in 
phase five.

After completion of the first Macro MIT team, further 
teams have been kicked-off including Micro MIT teams 
and WAM (Work Area Management) for Maintenance, 
following up on the original action plans. 
 
The Macro MIT team and others who helped them, 
achieved a significant improvement in the Innocence to 
Excellence score, and increased the amount of planned 
vs reactive work from 70% planned to 90% planned. 
Neville noted that the Knowledge Base, Element 5, 
score dropped as the maintenance team “…realised 
we did not know as much as we thought we did”. He 
also described some of the measures used in the 
Maintenance Excellence Management and talked about 
the importance of agreed definitions. 

Resulting Improvement

Example Maintenance Department Holistic Measures
Input Measures

Maint Costs

Stores/ Spares costs
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Planned vs Reactive 
percentage

Predictive measures 
eg oil sampling

Maintenance % time 
on improvement 
activity

Outstanding work 
requests
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Safety LTI

Maintenance
Excellence Self 
Assessment Survey 
results.

Resulting Improvement
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Hynds Pipe Systems found that the Innocence to 
Excellence Matrix is an invaluable tool in conducting the 
GAP analysis. From this they applied the learning across 
the site using the innocence to excellence methodology 
in another matrix made available from the Centre for 
TPM, as well as building some specific ones for the 
site. 

Neville explained how Hynds Pipe Systems have found 
the Innocence to Excellence Matrix approach useful for 
employee appraisals, setting development goals, quality 
standards (using photos) and for teams in identifying 
improvement opportunities.

For further information contact:

 Anthony Burt 
TPM3 Managing Navigator
Tauranga, New Zealand
Ph: 0011 64 27 240 8509
Email: anthony_burt@ctpm.org.au

Resulting Improvement
Maintenance Innocence to Excellence Matrix
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