RAIL AND TRANSIT

ENTERPRISE
ASSET
MANAGEMENT
Back to basics
to get future-ready

BACK TO BASICS TO
GET FUTURE-READY
The rail industry is seeing a shift in focus as
organizations seek to embrace the digital age.
But as demand continues to outpace capacity
and infrastructure, how do you transition from a
reactive "run-to-fail" mindset to a future-ready
"predict-and-prevent" culture that is fully geared
to drive up performance, value and growth?

Simple: by putting asset
management at the heart
of your organization.
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TRANSPORT
IN TRANSITION
For rail and transit organizations, keeping up with
increasing demand, aging infrastructure and rising
customer expectations is a constant challenge.
There may be a sense of urgency to gear up to be the smart digital organization
of the future, however, the struggle to stay on top of day-to-day operations whilst
trying to make the step change from a reactive to a predictive culture can be
significant.

IMAGINE IF YOU HAD THE AGILITY TO MAKE FASTER, SMARTER DECISIONS
TO ANSWER QUESTIONS LIKE:
• How do we justify investment in our
aging assets?
• How do we keep our timetables on
track when bad weather and signal
failures are causing delays?

• How can we utilize all the data we
collect on our assets to drive real
business value?
• How do we optimize our overhaul
and refurbishment regimes?

• How do we make our maintenance less
reactive and manage vendors smarter?
Adopting an enterprise asset management (EAM) approach and enabling a strong
asset management culture in your organization can help you achieve this.

New data-driven approaches can help accelerate your move to a predictive state.
And whilst the concept of asset management is not new, recent innovations in big
data analytics, machine learning, and the Internet of Things (IoT) have transformed
its potential.
Embracing a holistic enterprise-wide asset management ethos coupled with the
ability to translate real-time data from your entire asset base creates infinite
opportunities.

Unlocking value from the data has far-reaching benefits to help
ensure a safe and reliable service.
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CORE BENEFITS
OF TRANSITIONING
TO AN EAM-DRIVEN
RAIL CULTURE
The benefits of asset management as it relates to rail have been recognized
by the International Union of Railways1.
• Enhance performance by targeting improvements on the most critical
parts of your network, backed with reliable evidence on the likelihood
and impact of failure over the asset lifecycle.
• Reduce costs by doing the job right first time. Do it at the right time by
deploying crews with the right skills and materials to complete work on
the right asset, negating the need for follow-on work.
• Optimize the balance between maintenance, renewal and enhancement
across asset portfolios.
• Ensure that asset and service risks are thoroughly understood and
effectively managed.
• Enable transparent, evidence-based decisions that build credibility and
strengthen your brand with customers, regulators and government
entities.
• Enable more robust analysis with better knowledge about your assets to
inform decisions.
• Support the selection and quality oversight of operations and
maintenance vendors.
• Future-proof your assets and embed the agility, speed and scale to
adapt fast to change and compete more effectively with new digital plays
and players.
Ultimately, citizens want to see their taxes spent wisely, funders want a
sound return on investment and passengers want a safe, comfortable
service trusted to get them from A to B, on time, every time.
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ENHANCING
THE OLD
Rail organizations are constantly striving to
optimize asset performance while ensuring
reliability and improving the overall condition,
security and safety of their networks. They must
balance conflicting demands, between investing
in the new and maintaining the old in order to
deliver a better service and an improved
customer experience.
Years of inadequate investment in existing assets can see reactive maintenance
take the lion’s share of the maintenance budget. This impacts performance, from
an increase in breakdowns and delays to wasted fuel and passenger crowding. At
the same time, environmental, safety and regulatory compliance requirements are
becoming more stringent, while climate change, urbanization and shifting
demographics must also be accounted for in future planning.
When it comes to balancing investment in both aging infrastructure and new
expansion to satisfy growth, tough unbiased decisions need to be made. This
requires accurate information about the assets you are accountable for, their
performance, associated risk and cost of ownership. Once informed, you can
bring robust options and transparent business cases to the table to satisfy the
needs of your stakeholders, from government authorities, regulators and
politicians to environmentalists and customers.

Adopting holistic asset management principles enables a culture
shift. It puts you firmly back in the driving seat and back in control.
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Assets are fundamental to rail organizations.
Managing them in a controlled manner optimizes
cost and risk, allows timely fact-based decisions
and delivers value in meeting your objectives2.

IMPROVE ASSET
PERFORMANCE

GROW
STAKEHOLDER
CONFIDENCE AND
REPUTATION

IMPROVE
ASSET VALUE

ENTERPRISE
ASSET
MANAGEMENT
(EAM)
ENABLE
RELIABLE
DECISIONMAKING

EFFECTIVELY
MANAGE RISK

ENHANCE
BUSINESS
GROWTH AND
IMPROVEMENT
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EMBRACING
THE NEW
Development of the "connected" smart rail
ecosystem is within reach for some organizations,
enabled by the increase in computing power, new
capabilities to process large amounts of data in
real time and affordability of the supporting
technology.
We are now seeing strong “smart rail” case studies from rail owners, operators
and maintainers in Europe illustrating the benefits of a smart rail ecosystem.
For example, Trenitalia, Italy's primary rail provider, has deployed dynamic
maintenance management demonstrating the way real-time insights from sensors
are transforming asset management by adding more predictive capabilities to
traditional, planned and reactive models. “Being able to anticipate events and
maintenance operations will enable our company to reduce errors, make
processes more efficient and also deliver better services with continuously
improving quality standards,” said Danilo Gismondi, CIO, Trenitalia. “We expect
a reduction of maintenance costs of 8% to 10%, which for our company is a very
significant value3.”
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Predictive maintenance relies on real-time operational data to determine an asset's
likelihood of failure. This is based on its specific operating conditions and
environment before that failure occurs. The move to using predictive analytics
relies on connecting data sets and utilizing algorithms to analyze the past and
make predictions about future outcomes.
By adopting a predictive analytics program, you can move away from costly and
inefficient maintenance cycles that encompass both reactive and over-maintaining
regimes, as well as enhanced scheduling and deployment of field staff, "to get it
right first time". The benefits are increased asset availability with far greater
certainty in the ability to deliver safe, reliable passenger services.
The use of advanced analytics to assess the right balance of asset risk,
performance and costs across the asset portfolios also forms part of your longterm investment analysis. Replacement strategies and asset management plans
help to ensure that funding is secured and efficiently allocated to maintain the
required levels of service and state of good repair.

The short and long-term analysis across the asset base and
services delivered is critical and is what constitutes your asset
management framework.
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CREATE YOUR OWN
CUSTOMIZED ASSET
MANAGEMENT JOURNEY
Once you have decided to adopt an asset management approach, the
natural starting point might be the internationally recognized ISO 55000
suite of asset management standards4. Successful early rail and transit
adopters of the standard include the UK’s London Underground5, MTR in
Hong Kong6, Dubai’s Roads and Transport Authority7 and more recently
Australia’s Sydney Trains8. These organizations now have a strong foundation
in place and can leverage these core competences as certified asset
managers to optimize practices and continue to drive further efficiencies in
support of ongoing business objectives and regulatory requirements.
Clearly, aligning to the principles and addressing the elements covered by
a technical standard is good practice. And while all areas covered by the
ISO 55000 suite should be addressed, timing and tailoring to the priorities,
maturity and culture of your business are equally important to ensure a
cohesive and sustainable approach.
Creating a customized asset management journey, that addresses both
strategic elements and day-to-day pain points, will help engage your
operational business. Focus on areas that will truly invoke a step change
and deliver tangible benefits.
Be mindful that when making the shift to a "digital new", the enabling
technology also needs to be integrated within your overall EAM roadmap.
As your asset management practices are embedded through people,
processes and data improvement initiatives, the business will start to own
and drive the digital agenda rather than vice versa.
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JUMP-START YOUR
EAM JOURNEY
Address these six areas to help get you on track for
a smarter future.
It can be very easy to get caught up in the excitement of technology
advances, but it would be remiss to not tackle some of the potential
legacy issues that could impede your adoption of the new.
When scoping your initial EAM initiatives seek to build a strong
foundation by prioritizing these six areas for success.

1

CREATE A COMPELLING CASE FOR CHANGE

2

ALIGN YOUR LEADERSHIP AND SKILLS

3

DEVELOP YOUR DATA ANALYTICS CAPABILITY

4

BECOME A MASTER OF YOUR ASSET DATA

5

INTEGRATE YOUR CAPITAL DELIVERY PROCESS

6

ADOPT AN INSIGHT-DRIVEN APPROACH TO CHANGE
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1

CREATE A COMPELLING
CASE FOR CHANGE
Can you "look in the mirror" to clearly articulate the vision, guiding
principles, unmet needs and your starting position? Have you "looked
outside" to determine how your peers are adopting leading practices?
Can you take a crystal ball and see into the future to define transformational
initiatives that best align with your asset management capabilities and
business aspirations? Are you able to create a comprehensive value case
to secure the funding required to pursue an asset management
transformation journey?
Communicate, engage and co-create with business leaders, from the
C-suite down through the ranks. Be honest and create the head of steam
necessary to propel you forward. Define your drivers and baseline your
current position, using your data and information to develop meaningful
metrics and insights that put the stake in the ground and
act as a unifying call to action.

2

ALIGN YOUR LEADERSHIP
AND SKILLS
It is important to recognize that as you move through your asset
management journey, dysfunctional leadership will be exposed. That’s why
taking time at the outset to resolve issues and competing agendas to truly
co-create the vision and roadmap, is time well spent and will help set you
on a path to success. All business functions need a seat at the table.
In rail, there is an urgent need to preserve the expertise of your most
experienced employees while onboarding new people—including techsavvy millennials and Generation Z staff—to build the skilled workforce
needed to keep rail transport flowing smoothly for future generations9.
This is not an easy task. But if your leadership is aligned and willing to visibly
blend the skills of seasoned workers with those that digital natives can bring,
you can make the culture shift happen. You can ensure that your organization
benefits from the best of both worlds, old and new.
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3

DEVELOP YOUR DATA
ANALYTICS CAPABILITY
Moving to a data-driven analytics mindset is not an overnight solution. It
can require a huge cultural shift especially if you are rooted in the past of
"…but this is how we’ve always done it…".
And while many organizations collect and store data, very few are realizing
its full potential. Transitioning from ‘gut feel and engineering judgement’
to evidence-based decision-making begins with understanding where you
have been and how your business performs now. It’s part of the
transformation from a reactive culture to an adaptive one that is
continually learning.
Embedding data analytics throughout your organization is essential to help
develop meaningful asset strategies, lifecycle programs, operating regimes,
maintenance and robust investment plans. Train and upskill in the talent,
techniques and tools required to trend, analyze and interpret the results.
Identify problem areas that could benefit from analytics and set up pilots
to test and refine the requirements and the value before going large.
Analytics plays a key role in transforming to an agile, dynamic insightpowered culture, with the tools to realize the value of adopting a
predictive EAM approach and commitment to continuous improvement.

4

BECOME A MASTER OF YOUR
ASSET DATA
Establishing strong data governance and links across relevant business
processes is essential to gain the real-time 360-degree visibility needed to
inform fact-based decisions and maximize the value of your assets.
In the quest for data consistency, many organizations have felt the pain and
wasted cost of data cleansing efforts. Unless your master asset data is
dynamically maintained, its usefulness quickly erodes. Data governance,
ownership asset class, taxonomy and hierarchy standardization must be front
and center to ensure that you can integrate your asset data and enable "one
version of the truth".
Without understanding what data you have, what it means, who uses it, what
it’s for, how good it is and assessing its relevance, you will struggle to gain
the insights to run a modern data-driven enterprise. Your master asset data
must be continually managed as a critical part of your infrastructure, just like
your stations, track, fleet and other physical assets. Keep it clean, reliable,
consistent, complete and make it accessible.
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5

INTEGRATE YOUR CAPITAL
DELIVERY PROCESS
When there is a focus on growth and "new assets", the capital delivery arm of
a business can become disconnected from your asset management journey.
It’s important, therefore, to adopt measures that prevent this.
• Educate both the capital delivery teams and your supply chain on your
asset management requirements.
• Ensure that capital projects have a robust business case process and
are evaluating with lowest lifecycle costs in mind rather than lowest
capital cost.
• Get operations and maintenance staff involved at the start of the
planning process, as the ultimate custodians of the assets.
• Define your asset handover digital data strategy, process, business rules,
templates and update your supplier contracts accordingly.
Take control of the asset handover process to make an incomplete asset
register and missing operations and maintenance data, things of the past.
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6

ADOPT AN INSIGHT-DRIVEN
APPROACH TO CHANGE
Define your change management approach. Take care to build in a tracking
capability so you can measure and celebrate each transition as you move
to a high-performing, high-integrity asset management culture powered
by leadership excellence and high employee engagement.
Taking time at the start to plan your journey is an important activity. There
may be other competing initiatives already in play so alignment across all
programs is key in order to focus the "ask" and commitment needed from
your staff.
Asset management transformation requires you to position your best
players for maximum impact, making leadership at all levels accountable.
It may involve new business processes and procedures, changes to roles
and responsibilities and even changes to team structures.
It is natural for some staff to resist the change—those that have perceived
power because they "know" the assets may see this power being eroded
and feel threatened with the introduction of new ways of working, and the
increase in visibility of assets and team performance.
Now is the time to invest in the soft skills training for your senior, middle
managers and team leads so that they are equipped to effectively manage
the change impacting their teams.
As with all major change initiatives, always involve corporate
communications to help maintain consistent messaging and brand
integrity while engaging your workforce, supply chain and unions. Ensure
that HR and Learning and Development are supporting the upskilling
program and that the new ways of working are included with all new
starter inductions.
Navigate your program with confidence and actively engage your staff to
build trust. Work as a team to overcome obstacles so that a successful
transformation can be achieved.

In summary, to be successful in the New, stay focused on business
outcomes. Keep it relevant for those involved. And continue to
generate insights that facilitate bold, frank and transparent
conversations with your staff and your supply chain.
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ARE YOU SET TO
GET FUTURE-READY
WITH US?
Whatever the starting point, Accenture enables
rail, transit and transport organizations to transform
and drive more value from enterprise assets.
We create highly effective programs with
our clients to tackle their biggest asset and
technology challenges, at speed and scale.
By applying in-depth industry experience
and technical expertise, we help fast-track
improvements which take rail organizations
further on their EAM journey. To get them
future-ready for the new we utilize the best mix
of technology enabled by our insight-driven
approach to change.

Get on board and travel
with a trusted partner.
Contact us today.
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EVERY JOURNEY
STARTS WITH
A SINGLE STEP

ABOUT ACCENTURE

ALDEN CUDDIHEY

Accenture is a leading global professional
services company, providing a broad range of
services and solutions in strategy, consulting,
digital, technology and operations. Combining
unmatched experience and specialized skills
across more than 40 industries and all business
functions—underpinned by the world’s largest
delivery network—Accenture works at the
intersection of business and technology to
help clients improve their performance and
create sustainable value for their stakeholders.
With approximately 459,000 people serving
clients in more than 120 countries, Accenture
drives innovation to improve the way the world
works and lives. Visit us at www.accenture.com.
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