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Transforming maintenance, repair and operations supply in asset intensive industries 
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• Key concepts

• MRP Stock replenishment based approach

• Why transform – business case view?

• Blockers to transforming 

• Industry 4.0 – the case for change!

• How to Transform?

• What to Transform to?
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Key concepts

• Systems Thinking with Supply Chain as a way of thinking in organisational design

• Integral Model

• Leadership maturity framework

• Adaptive Leadership

• Industry 4.0



ISN Advisory

MRP stock replenishment based approach 
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Disparate and ‘locally owned’ 
processes (planning & 

physical)

Lack of statistical inventory 
management disciplines

Lack of controls around 
expedited freight (‘hot shots’)

Often no single concept of the ‘supply chain’

Warehousing footprint an afterthought in site 
design

Lack of robust, differentiated 
stocking strategies

Re-active exception 
management only

Poor master data and 
duplicate item codes

Often lack of inventory planning 
tools (spreadsheets or ‘gut feel’)

Very low levels of technology 
adoption for freight and 

warehousing

Lack of technology enablement 
around reporting and analysis

Lack of ‘supply chain’ as a discipline

Below (cross industry) average people capability 
and productivity

Portland Group , October 2014

MRO Supply Chains why transform?
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First Fill 
Replenish

Parts 
Contracts

A typical customer $5 Billion revenue

200 to 300 Maintainers250 Million in Inventory

Growing at 1% per month
40% Tool time

15 to 20 Mil on Transportation

30% to 50% are hotshots

600 Million on 
Maintenance

30% to 50% is 
unplanned

1 hour of lost 
production ~ $570,000

SAP Benchmark data, 2018

MRO Supply Chains why transform?
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Blockers to transformation

• Functional thinking dominant - leadership capacity to embody systems leadership

• Organisation design amplifies functions over process

• Cost of silos “hidden” 

• Inventory control compromise seen as a lesser evil to production loss

• Not priority – or just “too hard”

• Notwithstanding automation – Supplier relationship management maturity still evolving



Industry 4.0 Principles Outcomes
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Highly customized products
AND mass production

• Mass production economics for lot size of one
• Customer individualisation

High level of value chain 
interconnectedness AND 
high level of autonomy

• Enabling new business models, processes and 
ways of working

• Company ecosystems in a networked extended 
supply chain

Detail complexity AND 
dynamic complexity

• Improved decision making and lower variation
• Improved ability to optimise

Functional AND system 
business architecture 

• Leadership capability and capacity with 
horizontal and vertical development

• Information, physical and financial flow

Change AND transformation • Inside-out plus outside-in approaches
• Adaptive, technical and polarities distinguished

The technologies sit in four clusters: 

Data, computational power, and connectivity; Analytics and intelligence; Human-machine interaction; Digital-to-physical conversion.

“I skate to where the puck is going to be, not where it has been.“ Wayne Gretzky, All time NHL top scorer

4

5

Why transform - case for change?

ISN Advisory
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• the biggest single failure of leadership is to treat adaptive challenges like technical problems

• distinction between change and transformation

• capability and capacity  - horizontal  and vertical development

• Systems and functional thinking

• Sustainability in Ecosystem context

• Results based on whole of system performance

• Leveraging Industry 4.0 

• Discovery versus telling – unknowns - psychological safety

• Language matters

• Leaders do the work first

Key Challenges / success factors

How to transform?

*
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• Organisations are evolving their business to optimise the opportunities available in an Industry 4.0 / knowledge 
economy 

• This primarily means creating more system oriented/ integrated operating environments 

• Ensuring the transitions and transformations required are successful needs a new approach to change leadership 

• Traditional change management focuses on where we are now, where we need to get to and planning how to get 
there. This assumes: 
• We know the answer to where we want to get to 
• We can for the most part predict and control the steps and the environment on the way there

• This change management approach is effective when the nature of the challenge is primarily TECHNICAL but 
insufficient when the challenge is ADAPTIVE

A different approach to transformation

How to transform?

Any challenge where the value comes primarily from people doing things differently is an 
adaptive challenge.
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Integral Transformation: Human Systems 1st

Different 
Actions

Different 
Results

Different 
Thoughts

Different 
Leadership

Supplier
Pickup 

Delivery Distribution 
Centre

Site 
Warehouse DeliverFreight Maintenance Asset

Product of System = Maintenance “Jobs”

MEASURING
• Vs Planning Assumptions, Vs Scheduling 

Assumptions

IMPROVING
• What to Change?, What to change to? How to 

Change?

PLANNING
• What is to be done?
• In What period?
• In What order (dependencies/sequencing)?
• How is it to be done?
• What do you need to do the work? 

SCHEDULING
• When – in which outage/week?
• Which specific resources are allocated (people 

by competency / role, tools, equipment, 
materials)

EXECUTING
• Manage Variation
• Doing job
• Controlling  & Monitoring

Current

SSO Program

? Future

Ongoing

ECC 6 (Suite on HANA) 

Extended WM SAP MRS

Adaptive

Atlassian Jira

SAP Business Objects

Enterprise Resource Scheduling

Maintenance Cost Budgeting

Supply Chain Collaboration, Sourcing, 
Supplier Lifecycle Performance / Risk

Asset 
Strategy & 
Performan

ce

Asset 
Intelligenc
e Network 

Predictive 
Maintenan

ce & 
Service

Real-time Data

Real-time collaboration SAP Intelligent Asset Management

Data Management & Governance

*The biggest single failure of 
leadership is to treat adaptive 

challenges like technical 
problems 

*Results based on whole of 
system performance

*Leveraging Industry 4.0 

*capability and 
capacity
*horizontal  and 
vertical development

*Systems and functional thinking
*Sustainability in Ecosystem 
context



ISN Advisory

Supply Chain 
Plan

Maintenance 
Plan

Supply Chain 
Schedule

Maintenance 
Schedule

Procurement

MMR

Product of System = Maintenance “Jobs”

Notification / 
Workorder

Physical World

Digital World

Lived Experience

Job
“kit”

Time

Co
nt

en
t

What to Transform to?



ISN Advisory

Asset 
Strategy & 

Performance

Asset 
Intelligence 

Network 

Predictive 
Maintenance 

& Service

SAP Intelligent Asset ManagementIBP Demand & SupplyARIBA Supply Chain 
Collaboration

Lower 
Unplanned 
outages

Faster Mean 
Time to 
Repair

Lower 
Inventory 
and fewer 
stock outs

Lower 
Inventory 
and fewer 
stock outs

Fewer 
Hotshots

Lower 
Supply 
Costs

Technology: SAP Intelligent Supply Chain for Assets



Wrap Up - Integral Model

Human Systems First

• Leaders do the work first and visible felt 
leadership

• Collaboration requires capacity
• Challenge limiting frames and beliefs create 

new frames
• Process architecture
• Technology roadmap aligned to organisational 

maturity and with future proof intent

Journey of discovery and adaptation

ISN Advisory
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