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Executive Summary 

Cloudy Bay personnel changes and operational expansion have highlighted the need for 
an overhaul of the current asset management and maintenance systems. 

This project outlines the introduction of the new system, provides implementation 
guidelines and explores the potential for future enhancement. 

Goals for the new system include: 

• Improving physical maintenance of property and plant 
• Improving data recording 
• More efficient use of time and resources 

To achieve these goals a CMMS know as MEX was developed. An analysis of the 
current operations as well as an extensive literature search identified several factors that 
were deemed critical for its successful implementation. 

• The need for employee involvement 
• Well defined roles and responsibilities 
• The creation of a system with a simple interface and data management 

processes 
8 Adequate training and handover 

MEX was implemented by creating a register containing all relevant operational assets 
and their corresponding maintenance procedures. Having this database allows 
personnel at Cloudy Bay to: 

• Track work orders 
• Schedule tasks 
• Develop historical references 
• Create external work requests 
• Manage inventory and costs 

It can also be used for audit and certification. 

Effectively introducing new processes into a business environment requires significant 
planning and there are a number of factors that need to be considered to ensure that 
MEX will be adopted. A large amount of planning was done to identify potential issues 
and create processes that mitigate these. 

These plans target several main areas. Leadership, quality information, and data 
management. 

The function of leadership is crucial to extend the goals of the project to other 
employees and ensure that these are reflected in organisational activity rather than just 
policy documents. 

Ensuring a unified understanding and providing adequate information enables users to 
make informed decisions relating to MEX. 
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Ultimately the overall success of MEX relies on effective data management. It is self
evident that the quality of data input defines the quality of information output and for this 
reason extensive structures have been recommended that support this. 

Following the implementation guidelines the document expands on performance 
measures that can be used to assess the effectiveness of the new system. Having the 
ability to review performance gives users the ability to both control costs and also strive 
for continuous improvement. 

Finally the document discusses ways that the system may be upgraded in the future. 
Two main upgrades were focused on that will help process information more effectively 
across the organisation. 

Recommendations 

As the initial components of MEX have been completed the recommendations are 
directed at successful implementation and future development. 

The main functions that are crucial to successful implementation are: 

• Leadership 

In this report leadership is identified as the main driver for effective change 
management. Therefore it is recommended that those who are in charge of the project 
must first have a clear understanding of how MEX operates. 

Leaders from each operational area must then be identified and the required knowledge 
passed on to them so that they can in turn show frontline users of how the system 
operates. 

Having a unified understanding means that each user is able to make informed 
decisions and means the system is able to work fluidly across end users, mangers, and 
leaders. 

• Data Management 

While the system may be successfully implemented its effectiveness depends on the 
ability to manage data. 

Therefore meaningful data coding, capture, and entry systems must be developed. It is 
recommended having one main administrator, processing a majority of the data. This 
person can be supported by users from different departments, allowing for consistent . 
inputs and also company-wide integration. 

Two future developments were identified. 
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MEX ops: While MEX allows for a single database to control the whole operational area 
at Cloudy Bay this is restricted to a small number of users (currently only one). MEX ops 
is recommended as it allows up to 20 users on the system to request work orders. 

One of the major requirements for MEX was to improve the communications between 
work areas at Cloudy Bay, having this system will increase the flow of information and 
ensure it is constantly up to date. 

Inventory management system: An identified area of concern leading into the project 
was the frequency of hold ups. A significant contributor to these hold ups was poor 
resource planning and inventory availability. 

Therefore it is recommended that an inventory management system such as the MEX 
stores function is developed. 

Having this integrated with the standard system will allow inventory to be managed 
concurrently with maintenance work ensuring that parts are available and automatically 
reordered helping to reduce overall down time. 

Introducing a CMMS system is a positive step in developing a more efficient 
management system at Cloudy Bay. Little steps should be taken toward the long term 
goal of a unified QMS system and the proposed guidelines in this document offer a 
baseline for this development to begin. 

It is also suggested that plans are put in place for the MEX to be expanded into a more 
rounded RCM policy and Cloudy Bay should look to concentrate on shifting the balance 
of maintenance from reactive to predictive. 
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Section A: Background 

1. Introduction 

This report provides an in-depth analysis of the processes followed to develop a new 
maintenance and asset management system at Cloudy Bay Vineyards. It provides an 
outline for successful implementation and recommendations for further management 
improvements in the company. 

1.1. Background 

Cloudy Bay Vineyards is one of the New Zealand's pioneering wine producers. Based in 
Marlborough the company exports fine wine throughout the world and is known for 
producing high quality products. Different to many vineyards, Cloudy Bay operates a 
large amount of their business in house; including the wine making, storage, bottling, 
and packaging. On the operation front of the business there is currently no formal 
process in place for management and maintenance of the assets. 

With personnel changes and expansion of the winery, managing this process becomes 
much more complex and systems need to be developed in order to effectively manage 
assets and maintenance. Having processes in place that allow users to reach specific 
information and records, such as waste water output for council resource consents, and 
having processes such as automated maintenance schedules can help to increase 
efficiency and reduce the overall costs of running the business. 

It is hoped that by implementing a system that seamlessly integrates with current 
practises and connects different components of the business, Cloudy Bay can reduce 
their costs and risk, as well as improving efficiency across the following areas. 

• Physical maintenance of property and plant 

• Data recording 

• More efficient use of time and resources 

1.2. Project Overview 

This project concentrates on implementing a CMMS software (Computerised 
maintenance management system) called MEX (Maintenance experts) which will be 
designed to target the areas listed above. By creating a register of all the crucial assets 
at Cloudy Bay and referencing each with specific details about required maintenance 
procedures, instructions on how to replace or repair each asset, and other important 
information a centralised database can be created. 

After analysis of the operations at Cloudy Bay some objectives for the project were 
established 
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1.3. Objectives 

• Create a centralised database containing relevant information of all critical 
assets at Cloudy Bay Vineyards. 

• Replace the old paper based system with a digitalised one. 

• Create an asset maintenance schedule to streamline work. 

• Create asset history so that trends can be monitored and inefficiencies 
can be identified 

• Reduce downtime by ensuring assets are correctly maintained 

• Establish a redundancy for the current system 

• Ensure that requirements such as health and safety checks are 
maintained as well as records for consents 

1.4 . Scope of Work 

The scope covers the objectives above. Cloudy Bay are in the early stages of an 
overhaul of their process systems. This initial concentration on CMMS is the first step in 
a larger goal of developing a unified QMS. For Cloudy Bay it is important to concentrate 
specifically on the maintenance program and its capabilities to avoid scope creep. This 
will allow for an easier introduction for this project, and prevent issues down the track. 
Once the foundations are set using MEX additional QMS systems will become easier to 
implement. 

Clo u dy Bay assets a r e segmented into 5 d ifferent areas . 

• WTTP (Waste Water Treatment Plant) 

• Press Pit 

• Production Line 

• Pelorus Warehouse 

• Winery 

This project will concentrate on implementing the MEX system into these 5 areas. 
Recommendations for successful implementation will also be given as well as guidelines 
for future development. 
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Section B: Observations & System 
development 

2. Organisational Structure 

LVMH /Estates and Wines /Cape Mente/le- Damian Chandon- Cloudy Bay 

Cloudy Bay Vineyards is a subsidiary company of the LVMH (Meet Hennessy • Louis 
Vuitton ) conglomerate and comes under the banner of the Estates & Wines 
Australasian branch which includes other wineries, Cape Mentelle, and Demaine 
Chandon. The Estates & Wine group currently have little unification across many of their 
processes. Over the last few years Demaine Chandon have been developing a CMMS in 
their winery using MEX which is why Cloudy Bay has chosen to adopt the same system. 

Initial trails were run with MEX at the beginning of 2013 when it was first purchased by 
the company. However work was put on hold due to resource constraints. 

2.1. Current inefficiencies 

Currently each of the 5 outlined asset areas at Cloudy Bay are effectively managed and 
the operational hierarchy is well defined. However the winery is process based , it 
therefore relies on each area working fluently, and currently these are relatively 
unconnected. This can often create a time lag between the identification of a problem 
and the sourcing of resources to fix it. Having a more streamlined communications 
system between departments can help increase efficiency, and as human resources are 
limited at Cloudy Bay this would provide significant benefits. Therefore the integration of 
departments was identified as one of the determining factors of the need for a new 
system. 

Some of the other main factors that contributed to the need for a new management 
system were: 

• 

• 

Hold up issues in the production line: Caused mainly by product and 
allocation changes and performance and breakdown issues. 

Seasonality of operations: Different load times for machinery create variable 
maintenance scheduling. 

Large financial impact if critical failure occurs during harvest. 

Highlighted need for a thorough RCM policy . 

An expanded description of these issues is located in appendix B 
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2.2. Maintenance and Asset Management Protocol 
Ezy 

Ezy ERP (Enterprise Resource Planning) is the current system at Cloudy Bay that 
manages a large amount of the day to day business operations. This software is 
considered rudimentary by users and attempts have been made to phase it out, however 
limited resources means this is a gradual process of which MEX is a first step. 

Asset tags/register 

There is a current asset tagging system that is used for accounting purposes. These 
have been referenced into the MEX system, however the database that holds the 
information is spreadsheet based and difficult to interpret. It has also become inundated 
with information such as individual barrel numbers (of which there are 1 000's) which has 
caused users to lose interest. 

ISO: 2859 

Departments at Cloudy Bay often operate independently and while this has caused 
some time lag issues it also allows each department to incorporate their own systems. 
Using tools such as ISO 2859 to streamline the dry goods supply in the production line 
has seen significant decreases in hold ups (Osborne, 2015). 

2.3. Key Success Factors 

Once the justification for a new system was established it was important to define what 
areas would be critical to attend to, (commonly known as critical success factors) to 
successfully implement a new system that can improve on the current inefficiencies. 

Several critical success factors were identified that were deemed crucial to effective 
implementation of MEX and to achieve the stated objectives. 

• Employee involvement 

• Well defined roles and responsibilities 

• Simple interface and data management process 

• Adequate training and handover 

• Visualisation of Benefits 

Understanding company culture and change management is an important issue when 
implementing a new system. This is especially the case at Cloudy Bay where a highly 
successful business model has produced healthy profits, limiting the need for process 
evaluation and meaning the status quo has always been seen as effective. Often this 
has inhibited change and the development of new systems. To mitigate these issues, 
the benefits of MEX must be clearly established to increase the chances of successful 
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implementation. One of the biggest issues associated with implementing new systems 
into a business environment is problems around user interface and difficulty 
understanding the system (Davey, 2007). An investigation of organisational change 
management and the barriers and challenges of implementation is expanded in 
appendix E. 

2.4. Potential issues 

There are a number of issues that were also identified when outlining the development 
of the project. It is necessary to manage these closely to prevent them from manifesting 
into significant problems. 

Different user requirements between departments 

During the development process it was clear that there was a mixed understanding of 
the user requirements for the MEX system between different departments in the 
business. The perceived roles of the system ranged from simply a backup database to a 
completely integrated system managing all of the process based components of Cloudy 
Bay. In reality it fell in between these two extremes. Linking back to the key success 
factors, it is highly important that the user requirements are well defined and the roles 
and responsibilities are clearly outlined. 

Company culture 

Probably the biggest issue with implementation of MEX is the company culture. As was 
mentioned the system had already been delayed once. While there were a number of 
contributing factors failing to achieve buy in from those involved was seen as a major 
reason for the delay. Therefore getting users buy in is crucial to the success of the 
project. 

2.5. Observational Summary & Recommendations 

It is clear that there is a strong technical knowledge in respective disciplines and some 
processes (e.g. implementation of ISO) were well organised. 

However from analysis the major issues referring both to the current situation at Cloudy 
Bay and the introduction of MEX are as follows 

• Lack of fluidity between operations 

• Ill-defined user requirements 

• Resistance to change 

In terms of specific maintenance recommendations relating to the project scope it is 
important to ensure that key personnel are aligned in their understanding of MEX. If 
different users have different requirements the system will quickly become redundant 
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due to the negative perceptions that this will cause. In terms of fluidity it is hoped that 
MEX will be an initial step in combining processes between operations. 

3. QMS - CMMS system analysis 

The observational outlook helped provide the strategic direction for the project and 
outlined the main areas of importance. The following section outlines the functions of the 
CMMS and how it was developed. 

3.1. Use of management systems 

Effectively what a QMS does is focus on automating quality processes across a 
business, while centralising and consolidating operations such as workflow management 
and system reporting. QMSs provide automated functions that must adhere to quality 
and compliance standards. (DotState, 2014). While the implementation of a complete 
QMS is some way off it is part of a long term direction in which Cloudy Bay wishes to 
head . 

3.2. MEX (CMMS) 
Overview 

MEX is a maintenance specific tool used to increase efficiency and simplicity when 
managing maintenance work. Using a number of different functions the system helps to 
streamline maintenance work. 

Tracking work orders: Through the system work orders are automatically created 
(preventative maintenance) or commissioned when a fault is recognised (reactive ). 
Regardless of when a work order is created maintenance managers can track the 
progress of the work done, assign specific trades people, and be notified when work is 
complete. 

Scheduling Tasks: As preventive maintenance is scheduled in advance, a reliable work 
calendar is necessary. CMMS systems are especially good at scheduling recurring work 
and sending reminders to the right people. Organized scheduling helps even out the 
workload for a maintenance team, and makes sure that tasks don't get forgotten. This 
feature is especially relevant at Cloudy Bay as general maintenance work can be 
scheduled outside of vintage time so resources can be concentrated on operations. 

Asset History: Many of the assets at Cloudy Bay are long term investments of 10, 20, 
even 30 years. These machines have a long history of repairs. When a problem comes 
up, it is always useful to see how this problem was solved last time. In CMMS systems, 
when repairs are done, they are recorded in the machine's history log and can be 
viewed again by workers. This saves a lot of time as technicians can rely on past 
experience to solve problems. 

External Work Requests: Having a system that allows personnel other than the 
maintenance staff to request maintenance is an effective way to avoid critical failure. For 
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instance a request could come from an assembly line operator who is hearing a strange 
noise from a bottling line. The CMMS is a central place for recording these requests and 
tracking their completion. While it could be argued that a phone call could be just as 
simple a request can note factors such as priority and can also be placed in the work 
backlog so it is not just brushed off or forgotten. From interviews with current users of 
the system the ability to create a work backlog is very helpful as it allows for all 
maintenance work to be traced and kept track of. (Neville, 2015). 

Inventory Management: Maintenance requires a large amount of spare parts and 
equipment and the inventory module in MEX is a way to ensure crucial parts are 
constantly available. This is especially relevant as a large number of the machines used 
at Cloudy Bay are imported, meaning parts may have to be sourced from overseas, 
causing significant hold up issues. It is also beneficial for tracking usage patterns and 
planning expenditure. 

Audit & Certification: MEX keeps an unchangeable record of every action; this means 
an asset's maintenance history can be audited. This is useful in case of an accident or 
insurance claim as an inspector can verify if the proper maintenance was completed on 
a machine. This can also be beneficial for ISO certification. 

(MEX,2015), (Maintenanceassistant, 2014). 

Successful integration of the MEX software will mean that many of the inefficiencies 
identified in section 2. 1 can be reduced when applying the factors listed above. 

3.3. Phase process breakdown (How the system was developed and 
applied) 

The table below is an outline of the development process that was followed to set up the 
MEX system. A more detailed outline can be examined in the progress reports listed in 
the appendix. 

Goals Stage 

Initia l Research covering: Stage 
1 

• Project documentation 

• MEX 

• Operations 

• Waste Water Treatment Plant (WWTP) 

Develop MEX to operational standard through pilot WWTP Stage 
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• Asset Registers 

• Preventative maintenance 

Review WWTP Pilot 

• Thorough inspection of processes and systems set in place in the 
WWTP to establish any aspects that could be improved and applied to 
other areas of the winery. 

Establish MEX in winery Press Pit 

• Follow similar process to what was done in WWTP, researching 
operations and processes in the Press Pitt 

• Establish registers and maintenance schedules for the press PIT in 
MEX 

Establish MEX in Bottling lines 

• Follow similar processes to previous applications. 

MEX Training 

• Specific MEX training for users. (First available dates) 

• Review previous work done and update where necessary 

Review and Expand on MEX capabilities 

• Review all systems in place 

• Develop across whole winery 

• Automatic referencing 

• Link with other winery systems 

Develop MEX system to go live 

• Consult with users 

• Create user friend network 

2 

Stage 
3 

Stage 
4 

Stage 
5 

Stage 
6 

Stage 
7 

Stage 
8 
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Final project report 

• Operating concurrently through stages 7 and 8 

3.4. Systematic Implementation process 

The setup of the system was conducted following a three step process. 

Research: 

Stage 
9 

Each asset in the 5 areas defined in the scope had to be referenced into the system. As 
there was no organised asset register prior to the project this meant manually 
researching and listing each asset and then listing key data such as serial numbers, 
company tags, make and model, as well as things such as power output etc. Photos 
were also taken so assets could be recognised. 

It was highly important that the initial system was robust. If users were continually 
updating the system as they found assets that were not referenced it would not take long 
until interest would be lost. Therefore each area was methodically researched and all 
relevant assets included. 

Define: 

Once each area was registered in the system the maintenance requirements, necessary 
documentation and other data such as consent inspections were entered into the 
system. 

This process involved extensive research with the maintenance engineer and other key 
personnel as well as contact with suppliers and research through records and manuals. 

Record: 

Once all the required information was gathered and had been entered into the system it 
had to be sorted and manipulated. This involved a wide range of tasks such as: 

• Developing maintenance schedules 

• Organising time tables for peak and trough periods 

• Developing different usage schedules for harvest and non-harvest periods 

3.5. Specialising the system 

The MEX system is quite dynamic in that it can be edited to suit the needs of specific 
industries. The control files can all be edited changing things like liquid measurement 
modes (important for the winery), different asset types, and numerous other 
functions. Many of the control files were adjusted to meet the needs of Cloudy Bay. 
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As well as this other files had to be modified. Users such as trades people and 
administrators were entered into the system and user privileges were adjusted ranging 
from an admin with full access to contractors who are only able to sign off 
completed work orders. 

The MEX system has a number of different functions. While this project predominantly 
concentrated on the set up of the system, in-depth analysis was undertaken to explore 
the future potential of these functions. The attached inventory system and MEX ops, a 
job request module, are two that are planned to be implemented in the short term. These 
will be expanded on in section 8. 

The finished system which has been specially developed for the needs of Cloudy Bay 
must then be implemented. The first phase of this implementation will be the most 
crucial as this will define how it is viewed going forward. While extensive planning and 
setup phases set the basis for success, poor early implementation can impact use going 
forward (Farhad,2009). 

So far we have explored the development process of the project. The following 
information will outline an implementation strategy for the developed system. 
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Section C: Implementation Strategy 

4. Strategy 

An extensive literature study has outlined a number of central prerequisites that must be 
met in order to effectively implement a QMF such as MEX. A summary of this study has 
been outlined in the following section. These factors have been developed to meet the 
needs of Cloudy Bay Vineyards and align with a number of the CSFs that have been 
identified . The following section outlines a process for successful implementation of 
MEX. 

The implementation guide has been developed for the use of MEX, however as the 
scope of the project is very concentrated much of the general framework applies to all 
potential QMS developments and their implementation. Therefore these processes can 
also be used when systems are developed in the future. 

4.1. Leadership 

The importance of strong leadership is heavily emphasised in both the implementation 
and ongoing maintenance of new systems. Without this the system will be reflected " 
only in policy documents, not organisational activity". Leadership needs to extend an 
understanding and direction supported by senior management and backed with constant 
messages on quality. 

This does not just come from upper management, especially in an organisation such as 
Cloudy Bay where employees are given broad control over their operations. They too 
must direct a degree of understanding as the on-going requirements of a new system 
needs application from each user (Higgs and Rowland 2005). 

Having strong leadership is crucial but at the same time it must be effectively 
communicated throughout the development of a new system, not just during the initial 
stages. Without constant communications the initial push is likely to fall flat (Todnem, R. 
2005). 

To establish an environment that can foster this leadership it would be advisable that the 
number of initial users be limited to crucial personnel such as the: 

• Operations manager 

• Winery engineer 

• Head/Senior winemaker 

• Overall administrator 
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By doing this the system will be driven from the top down. Using different operational 
areas of the business also allows for organisational-wide development which is 
important as it creates synchronisation across the winery 

Limiting the use of MEX during the early implementation stages will allow the department 
heads to become familiar with the system; from there it will be much easier to pass on to 
other users as the initial process will have already been developed. 

4.2. Information 

As the system is integrated gradually into everyday work processes it is important that 
there is a unified understanding of the overall MEX system. This information needs to 
include: 

• What MEX is and how it works 

• Why MEX has been implemented at Cloudy Bay 

• What the benefits of MEX are 

This will enable all staff to make informed decisions relating to MEX and will ensure the 
operations are unified. 

These processes must be ongoing as any issues or developments that arise need to be 
broadcasted. It is also advisable that good practise models are provided to show how a 
successful system can benefit operations. 

4.3. Contextualisation 

The initial contextualisation of MEX is somewhat of a shift away from the norm due to 
the current practises at Cloudy Bay. However the system does not change the individual 
plans that have been established throughout different operational areas at Cloudy Bay, 
instead it looks to link up the maintenance practises that are currently 
unsynchronised. Successful integration of new processes can be used as a stepping 
stone for future OMS upgrades. 

4.4. Data management 

The MEX system has been designed and developed to create as little friction as 
possible between the current practises at Cloudy Bay and the processes required to 
operate the new system. While the data management and entry requirements may be 
simple they are still one of the more crucial aspects for successful implementation. 

Of highest importance is that processes are developed that deal with the data entry 
required for continued effective use of the system. 

It is self-evident that the quality of data input determines the quality of information 
output. And for this reason a number of necessary applications have been outlined that 
will support accurate data entry: 
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Creating meaningful coding for data 

Much of the initial data entry will involve simply signing off completed PM's and issuing 
work orders. The system has been set up so that general terminology has already been 
created, such as the names for different components and the systems that they are part 
of. As the system becomes more developed, especially with the use of other modules 
such as stores, effective terminology will be required to ensure that it does not become 
crowded and difficult to interpret. 

As maintenance is conducted on assets, notes on the completed work will be entered 
into the system for future reference. Frameworks must be created that allow critical 
information from this work to be captured and also so it can be attained simply in the 
future without having to search through large amounts of text. 

A suggested work classification policy is listed in appendix G. 

Designing efficient data capture approaches 

In order to achieve the aforementioned processes there must be an outlined approach to 
how the data actually enters the system. 

There are a number of options that could be taken and practises will probably be 
developed to suit the specific resources and dynamics of the company. Therefore it is 
recommended that the following framework be adopted: 

• Experiment 

• Learn 

• Modify 

By following these steps a data entry process can be developed around the user 
environment rather than forcing a preconceived system into the operations which is likely 
to bring with it negative connotations. 

Potential data entry options 

• 

• 

• 

Universal entry with data validation: Data entry occurs at the end of a set 
period with an overall administrator signing off. l.e monthly 

Alternative system: Required recording on work done through an alternative 
system (could just be paper based) and then collated at the end of a set period 

Specific job referencing: A job is not completed/signed off until it has met the 
MEX requirements. 

Assuring complete and effective data capture 
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Having established processes and frameworks, if followed, will provide the basis for 
thorough data capture. However again this comes down to the users of the system 
consistently following the established protocols . 

Assuring data quality through validation. 

One of the benefits of the MEX system is that it can be used for audit and certification; 
however this relies on thorough data inputs. Regardless of the method used for data 
entry it is recommend that the system is periodically checked for compliance. The 
maintenance planner function can be utilised and work orders from a particular period of 
time can be analysed to see if they have been completed and referenced correctly. 

Overall the processes that are created now will define the effectiveness of the system in 
the future (UTAS, 2013). When developing and implementing this system continual 
evaluation is necessary to "learn from its successes and failures and put its learning to 
work in improving those ideas". This process was adopted during the development of 
MEX and should continue to be utilised to define the parameters and ensure the system 
is constantly improving (Markides, 2000). 

5. Short term outcomes 

Lack of communication: The creation of the asset register effectively centralises all key 
operations at Cloudy Bay. This means that any issues can be directed straight to the 
main MEX administrator who can create a work order, schedule a time for the 
maintenance depending on its priority, and input any required information for the job. All 
this is listed and sent to the relevant maintenance operator. The administrator can be 
updated instantly on completion of the job and input further information such an 
overview of the work done. This is then signed off and automatically stored against the 
asset in the history module. 

By following these processes the lag between departments is removed, the required 
assets can be sourced, and the job is not forgotten. 

Hold up issues: As was identified the major causes of holdups were performance and 
breakdown issues, and allocation change. Using the scheduler on MEX all required 
maintenance is listed and organised so it is completed on time. 

The recommended introduction of MEX ops means faults should be addressed quicker 
and it is hoped the business begins to concentrate on more predictive maintenance 
procedures. These factors will reduce the risk of critical failure and ensure that 
maintenance is completed during organised down time. 

Creating formal changeover procedures and referencing these to specific assets will 
ensure that allocation changes operate more smoothly. 
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Seasonality of operations: The MEX planner allows for all preventative maintenance 
and regular work to be distributed throughout the year which allows all none essential 
work to be conducted outside the vintage period. 

The current licence for MEX allows only one user. This was intended only for the 
development of the system and will be restructured as the program is integrated into the 
business. As the licence is restructured a number of user devices such as lpads ( MEX 
is available on IOS) will be needed to enable each department to stay connected. This 
will ensure a constantly updated centralised database for all maintenance and asset 
management operations. 

The cost summary below shows the prices of these extra user licences as well as the 
general costs of the system. 

6. Cost Summary 

Cost Summary 

Initial system: 

MEXops - Requests 

MEXops - Requisitions ( Stores) 

$3 ,280 for a discounted system ( Group 
purchase with Cape Mentelle & Domain 
Chandon). 

$2,725 Including GST for 20 users 

$1 ,200 including GST. 

An outline of the entire costs for upgrading the system is shown in appendix I 

7. Anticipated problems 
Focus on systems rather than results 

It is important to treat maintenance as a business-driven function, one that addresses 
the challenge of managing assets as an opportunity to increase profits and not as a 
necessary evil. To achieve this mind-set it is crucial to concentrate on the systems that 
can establish this rather than the overall goal. Due to the nature of maintenance 
operations and the lack of obvious progressive milestones being able to commit to a 
process and not an overall goal allows the focus to be directed toward the present 
moment (Clear, J. 2013). 

An overview of the benefits associated with systems/process based focus is shown in 
appendix G 

Seasonality 

It is important to understand that Cloudy Bay's operations are highly seasonal. The 
business is operational all year round, however there is a massive spike in operations 
during vintage when the grapes are being harvested and processed. Vintage lasts for 2-
3 months beginning around the end of March. For this reason maintenance 
management is relatively casual throughout the year and then hectic during vintage 
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where everything must be running effectively. During vintage will be when MEX will be at 
its most effective. It is crucial that the operational processes for using the system are 
thoroughly understood so that it can be operated under the time pressures created by 
vintage. 

8. Performance Measures 

It is hoped that by following the implementation guidelines the MEX system will be 
effectively implemented into the business operations at Cloudy Bay. Even so it should 
not just be assumed that the system is working effectively. After implementation there 
needs to be some form of performance measure to assess if the new system is actually 
effective. 

An overview describing the benefits of using performance measures as well as some 
examples can be found in the following section and is expanded in the appendix D. 

There are two main reasons for running performance measurements. 

• Cost control 

• Continuous improvement 

The ability to "demonstrate and compare the effectiveness of the maintenance function 
internally with some benchmark" allows maintenance installations to go beyond the 
common practise of emphasising the absolute cost of planning maintenance and instead 
concentrate on the long term benefits provided (Beukman, CP. 2013). 

Two practitioners of maintenance systems Geber and ldhammer, and also expanded 
by Beukman, maintain that one benchmarks operations with the objective of 
both lowering the overall cost of a particular method and by continuously becoming 
more competitive (Beukman, CP. 2013). Essentially using benchmarking systems 
means that processes are continually analysed and through this improvements can be 
developed and cost savings identified. 

It allows new maintenance systems such as MEX to be validated by managers and 
users. This can justify its existence and convince users of its benefits. Therefore not only 
do performance measures present the two factors above they also provide flow on 
effects to other internal functions of the business. 
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Section D: Conclusions, 
Recommendations & Future Uses 

9. Conclusions 
Company Cu lture 

Throughout the duration of this project it has become apparent that success hinges on 
the ability to implement MEX into the company environment and engage users to the 
system. If the identified CSFs can be achieved then this is a significant step toward this 
goal. 

There is a common perception in many businesses that systems such as MEX are just 
unnecessary bureaucratic processes developed by theoretically skilled people with no 
practical experience. Having this mind-set fosters an environment where a new quality 
system will result "only in policy documents, not organisational activity". Therefore the 
incongruity is that this sort of environment will not be able to gauge what these new 
systems can actually achieve. 

In a way it can be similar to the huge amount of technical jargon common in today's 
business environment; business planning, mission statements etc. There are good and 
bad examples of these; the difference is simply, whether the content is actually based on 
the beliefs of the organisation. If it is just a series of fancy words that serve no purpose 
other than to look good then they are not worth the paper they are written on. 

Obviously there is a significant difference in a mission statement and a QMS, but at the 
same time if users actually believe in what they stand to achieve then they can 
significantly influence businesses operations. In the case of Cloudy Bay the MEX system 
can improve: 

• Physical maintenance of property and plant 

• Data recording 

• More efficient use of time and resources 

leadership & Visualisation of Benefits 

Unfortunately it can be notoriously difficult sometimes to create and foster these beliefs. 
This can be for a number of reasons, especially seeing the nature of maintenance and 
that "if it is successful it will never be seen". 

Because of this the identified CSFs become even more important and two in particular 
stand out: 
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• Strong Leadership 

• Visualisation of the benefits 

It is hoped that concentration on strong leadership can lead to the visualisation of the 
benefits that MEX provides. As employees are encouraged to use the system it will 
develop until it is a standard operational process. While tangible improvements in 
maintenance are hard to record a quick google search will show a huge number of 
examples where these quality systems have been effective. Once they are successfully 
implemented and utilised they are effective at reducing costs and increasing efficiency. 

Summary of Findings 

Based on an established understanding of the development and implementation of MEX 
the following conclusions were formulated in Table 2 below. 

Appropriate and achievable recommendations are offered to address the major issues 
that were identified throughout the duration of the project. 
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10. Future uses for system 

As has been discussed the MEX system is creating a baseline for future organisational 
upgrades. Developing this system throughout Cloudy Bay has allowed insights into 
where future systems could benefit business operations. 

Two of the immediate upgrades that stood out were MEXops and the stores/inventory 
management system. 

10.1. MEX ops 

MEX ops is a web based job request and purchase requisition solution that is used in 
conjunction with MEX. 

Essentially this system allows for external users to request work and parts without 
consuming extra and costly user licences. Using the system at Cloudy Bay will mean 
that MEX can be integrated more effectively across the whole business and can be used 
as an expansion from the initial users that were defined for the implementation phase. 

The system is web based meaning it does not have to be individually installed. 

The way MEX ops operates is that users can log maintenance requests for jobs that 
need to be performed. These requests are then acted upon by MEX administrators and 
job orders will be created that can be sent to the appropriate users. 

The requisition function works in a similar fashion with users being able to request the 
supply of materials. These are again responded to by an administrator who can 
automatically create a purchase order for the requested item. 

The benefit of is functions is that it greatly increases the flow of information across all 
parts of the business operations and means the emphasis is placed on the actual users 
of specific assets instead of managers. Added accountability and responsibility is 
effective at fostering a more integrated and positive workforce. 

The system does not actually place an order as this falls to an overall administrator. This 
provides another benefit as it allows each department to have a degree of control over 
its own operations while allowing one person to be informed of the overall health of 
general operations in the business. 

10.2. Inventory management systems 

One of the first ways to begin integrating processes across an organisation should be to 
link up maintenance and inventory operations. A vital cog in maintenance operations is 
having control over inventory in the same functional tool. 

MEX stores is a fully functional system that integrates with the standard MEX unit. The 
system has a number of functions with comprehensive parts management, cost 
allocation and automatic invoicing included. 
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The system can manage multiple stores, suppliers, preferred suppliers and various 
costing methods. Some of the processes that MEX stores can help with are: 

Replenishment of stock: Automatically recording of any items that fall below defined 
levels. 

Reservations: Reserves stock in the catalogue listing so that it may not be issued to 
other jobs. 

Stocktake: Utilising ISO software stocktakes can be automatically referenced from 
IPads removing any double handling of information. 

Having maintenance and stores operating independently limits one of the key 
components of organised, efficient maintenance as the two processes are inherently 
linked. Likewise, having a limited number of users able to access the system means it 
cannot be effectively utilised. As one of the main objectives of the project was to create 
fluid communications between processes having a limited number reduces the ability of 
the system to do this. 

Therefore it is encouraged that both MEX ops and Stores are considered in the short 
term to help fully utilise the system (MEX,2015). 

10.3. Long term outcomes, future development 

A massive digital trend is occurring with companies trying to improve efficiency and the 
ease of operations as systems become more technical and markets become more 
congested. This is evident through the profound advances we have seen with CAD, 
CAM and product lifecycle management applications. 

What has become apparent through this changing environment is that in this new 
digitalised world no machine, application or employee can reasonably function in a "silo". 
It is crucial now that these operate seamlessly together to enable adaptive operations 
that can change quickly to meet new opportunities, or, to quickly stop faulty or out-of
spec production, minimising the potential cost of recalls or pbor quality. 

Cloudy Bay needs to begin to adopt these new trends and begin to advance their 
operational processes. There are a number of opportunities and technological advances 
available that can positively influence some of the operational issues that have been 
identified and therefore prevent critical failure. Examples such as automatic alerts that 
trigger a calibration order based on the process trending out of spec, or ultrasound 
testing devices that recognise faulty bearings (Bluemner, A. 2014). 

These processes expand into a more rounded RCM policy which has been 
communicated as the direction in which Cloudy Bay wishes to head. here are obviously 
a large number of options that can be adopted in order to improve processes. The 
benchmarking discussed is an appropriate way for Cloudy Bay to establish their position 
and discover what needs to be improved to reach best practise. Analysing the processes 
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of other business who have adapted this technology such as Tait Communications 
would be advisable. 

Review 

11. Lessons learnt 

Probably one of the biggest lessons learnt during this project was managing 
expectations and communicating these to different personnel involved in the project. 
There was initially a fair amount of confusion about my role and what the project was 
actually attempting to achieve. Engaging with the people who were involved with the 
project and ensuring that I knew their expectations as well as outlining the actual 
capabilities of the system helped to ensure that everyone was on the same page. This 
came down to effective communication, and I would say this is the most crucial aspect of 
beginning any project in a new environment. 

Also, with MEX being a relatively new process for the business there was not a lot of 
information to reference to, and while I have spoken about benchmarking, it was quite 
difficult to establish what would actually work effectively. This also meant that I was 
working relatively independently and had to develop my own reference points to ensure 
that what I was doing was adding value. I had invaluable help from the maintenance 
engineer who provided a large amount of technical assistance but the project direction 
itself was left to me. Further to this learning to operate effectively is crucial; I would 
sometimes find myself sweating the smaller details rather than understanding the overall 
goal which I found would only slow you down. 

Looking at the establishment of a new system into a complex business environment it is 
important to really manage the scope of the project, especially with the limited time 
frame given by the 700 hours. It is much better to effectively do a project with a defined 
scope than rush through a broad project covering a broad area. 

One of the crucial aspects of my project was coming up with implementation guidelines 
that will actually apply directly to Cloudy Bay. As it is a relatively unique business 
environment it was important that I found applications that will be adopted by the 
company. Therefore when it came to writing this report I took care in emphasising the 
factors that could negatively affect implementation and tried to give guidelines to avoid 
these from occurring. 

When writing the final report one of the biggest learning curves was the need to write to 
a well-defined plan. It is very easy throughout the report to get overwhelmed and lose 
track of the direction that you wish to take. While I had written a frame work for the final 
report it is important to include milestones so that you can approach it systematically and 
not get bogged down. I found this would have saved me a significant amount of write up 
time had I done this more effectively at the start of the project. 
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11.1. Personal Self-Reflection 

As I come to the end of the MEM course it is important to reflect on the outcomes from 
the past 12 months, especially relating to the final project. 

Below are some goals and expectations that I had before the MEM course 

began. 

• When I first became aware of the MEM it stood out to me as a way to attain real 
industry experience while still furthering my qualifications. This was one of the major 
benefits I saw over similar courses and made the MEM much more appealing. 

• I saw the project as a great opportunity to familiarise myself with aspects of a 
business environment that you simply cannot get from theory. For example, working 
within a hieratical structure and understanding a diverse group of people. 

• I also wanted to be able to apply the skills and knowledge that I have developed over 
the last 5 years outside of the controlled environment of the University. 

• In my initial application to MEM I talked about feeling unfulfilled after the first four 
years of my studies. The MEM was an opportunity for me to see what I could really 
achieve if I applied myself. 

How I view these after completing the project: 

I feel the opportunity to undertake this project is very unique and in going forward it will 
give me the self-confidence required to pursue new challenges. 

In terms of my identified goals: 

After completing the project I absolutely believe that having this opportunity has greatly 
improved my employability. While I cannot speak for other courses at the University of 
Canterbury the project segment of this course perfectly ties together the learning during 
the year. Without the ability to practically apply and conclude these learnings I feel like I 
would have been left with the similar, incomplete, that feeling that I finished my 
undergrad with . 

Probably one of the biggest personal reflections I would take from the project is the 
knowledge gained through being thrown in the deep end, and coming out the other side 
with something that I am proud to have completed. 

· It was not all smooth sailing along the way, and to successfully resolve the issues that 
arose will give me a basis to work from should I encounter similar problems in the future; 
this is not something that can be taught in a textbook. 

Working with a diverse group of people has shown me a glimpse of how business 
environments operate and also to appreciate different personalities and styles of work. 
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In an attempt to summarise my personal experience it can be loosely segmented into 
two categories. 

• The self-confidence to know that I have completed something that adds real 
value to an organisation. 

• The personal achievement in knowing that I have applied myself to ach ieve 
something significant. 

12. Literature review 

It seems that the topic of change management has developed significantly in recent 
times. In a benchmark study for its day Managing Change for Competitive Success ( 
Pettigrew, A & Whipp, R. 1993) identified four main issues relating to changing 
processes and implementation in a business environment. These were: Content, 
context, process, and outcomes. While these contain many of the factors that we see in 
present literature the internal soft factors are not predominant. In more recent times 
Leadership as a factor has been receiving increasing attention (Higgs and Rowland 
2005). 

After developing the system at Cloudy Bay and researching more recent literature such 
as Needs, I. 2013, Bohem, B & Turner, R. 2015, Ca/ford, M (2014), it was apparent that 
these soft factors such as company culture and leadership were crucial and therefore 
are given significance in this report . 

A common theme among literature is the outlining of processes or steps to develop 
culture change such as can be found in Davey, S. 2007, Aguirre, D & Alpern M. 2014. 
and Ca/ford, M (2014). 

These are obviously beneficial and have been taken as a basis for much of my 
implementation. At the same time however few speak of the complexities and 
idiosyncrasies that continually change from organisation to organisation. That is why in 
this work I have tried to adopt the framework found in Markides, C. 2000 which 
encourages a continual development process. 

While some studies, Aguirre, D. & Von Post, R. 2013, have used sweeping statements 
such as, " We'd argue that those who work with and within their existing culture to 
change critical behaviours have more success than those who try to change their 
culture." many fail to conclude that it is crucial to analyse specific environments. It is 
impossible to really find the root issues (and conversely the processes to mitigate these) 
unless you have personal involvement in the organisations. 

Furthermore there is also a discrepancy in much of the new literature, concentrating on 
the soft factors, between the best practises concerned with adapting or changing 
company culture. Some articles maintain that tapping into the way users already think, 
and behave is the most effective at introducing change, Kuipers, B. 2013, Needs, I. 
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2013, whereas others make no mention of this, Bluemner,A 2014, Davey, S. 2007. 
Considering the first option would be the most ideal, however in many cases this may 
not be possible as there is little culture to tap into. 

This leads onto the final point that is there generally seems to be a gap between the 
world of the change practitioner and that of those studying change as outsiders. It 
seems that much of the literature relies on an ideal environment based on a theoretical 
understanding rather than a practical one. This document attempts to bridge this gap by 
applying only the theoretical research that is relevant to the practical applications here at 
Cloudy Bay. 
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Section E: Appendices 

Appendix A 

Project Plan and Management 

Before any project it is important to ensure that sufficient planning has been done. There 
are obviously a large number of benefits to planning, but it effectively comes down to a 
few key points: 

• Time 
• Skills 
• Resources 
• Money 

Effective planning should enable more efficient use of these 4 factors. Therefore before 
this project for Cloudy Bay began the first few weeks were spent planning out how the 
project would unfold. This was broken into 7 phases. 

• Definition 
• Initiation 
• Planning 
• Execution 
• Handover 
• Monitoring and control 
• Improvements 

The initial processes concentrated on defining the user requirements for the new 
system. First from the overall operations manager and then from the actual people who 
woula e 1rec · y 1nvo ve in e use o - this system. I 1s was per aps he most 
important part of the whole process, understanding exactly how the system was 
intended to be used allowed for a much more streamlined development process. As the 
software (MEX) had already been selected there was no need for any market research 
or validation of the product. Many projects once the initial requirements are decided 
upon would involve significant product validation (Howell, G. 2002). 

Once the project scope was defined planning could begin on how to best approach the 
task. Research into the size of the project allowed milestones to be created and allowed 
the development of the stage process, which can be broken down to display a modified 
Gant chart. This allowed for estimates to be made on the time frame, processes to be 
defined and stakeholder expectations to be set. 

Despite all this "Plans are useless but planning is indispensable"( Dwight Eisenhower) 
.While the generic outline of the Cloudy Bay project stayed the same there were many 
alterations and it was important to remain fluid during the project rather than rigidly stick 
to a defined plan. (Howell, G. 2002). 
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Appendix B 
Cause analysis and justification extension 

Production line 

The production line was a major area of concern as it is often affected by holdup issues. 
The line covers each stage from filling and capping to labelling and packaging and is 
made up of a large number of individual machines that form the overall system. As with 
any production line if one of these machines fail the whole system must stop. The main 
reasons for these hold ups were identified as: 

• Product or allocation change 
• Performance or breakdown issues. 

The production line is universal with machines being recalibrated or swapped out when 
different bottles, labels etc are used. This happens frequently and currently there are no 
systems in place that outline the exact process needed for these changes, causing 
significant wastage and delays. 

Performance and breakdown issues are the biggest cause of delays for Cloudy Bay and 
therefore the main function of MEX is to address this. By implementing an asset 
management system it is hoped that these delays can be significantly reduced. The 
graph below shows the downtime of the bottling and packaging line from 2014. 
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Figure 1: Cloudy Bay resources. Bottling and Packaging downtime 
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Seasonality 

Another major issue identified was the seasonality of the operations. Cloudy Bay 
operate in an environment where once a year for around two months they are operating 
24/7 processing grapes from the harvest. Other times during the year the loads put on 
many of the machines are significantly less. During harvest times machine failure can 
have a significant impact on operations and there is very little leeway for critical 
failure. Currently the winery predominantly uses preventative and reactive maintenance. 
To reduce the effective of critical failure during harvest a more rounded RCM program is 
required. While this is outside the initial scope of the project it is hoped that developing 
the MEX system can pull the winery toward more innovative and rounded RCM policies. 
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Appendix C 
RCM outline 

\ ~ 

Reactive maintenance 

The following section outlines some of the advantages and disadvantages of reactive, 
preventative, and predictive maintenance. 

Reactive maintenance, or breakdown maintenance, is when repairs are done after 
equipment has already broken down. Reactive maintenance focuses on restoring the 
equipment to its normal operating condition . The broken-down equipment is returned to 
work by replacing or repairing faulty parts and components. 

It is thought that emergency repairs cost 3 to 9 times more than planned repairs. 
Therefore maintenance plans that rely on reactive maintenance are generally the most 
expensive due to: 

• The fact that shutdowns occur during production runs instead of pre-
scheduled maintenance during downtime. 
• The cost of sourcing spare parts increases down time and is expensive. 
~ Maintenance staff are often forced to work overtime to get machinery 
operating again. 

So while reactive maintenance is initially cheap, as there are no planning costs and 
minimal staff requirements, when breakdowns do occur these savings are absorbed into 
repair costs (Maintenanceassistant, 201 4). 

Preventative maintenance 

Preventative maintenance is used as a way to improve the life of specific assets by 
performing regular maintenance to lessen the chance of failure. It is planned so that 
required resources are available mitigating many of the issues common with reactive 
maintenance. The main benefit being that maintenance can be planned for production 
down time thereby reducing hold up issues and significantly reducing the overall cost. In 
terms of use at Cloudy Bay this is perfect as it directly impacts on some of the major 
inefficiencies identified in their current processes. 

There are however a number of issues with preventative maintenance. 

Preventative maintenance is inherently based on a " fundamental cause and effect 
relationship between scheduled maintenance and operating reliability". This assumed 
that the more frequently equipment was overhauled the better protected it would be 
against failure (Pride, 2010). Performance in this case was being related to age and it is 
generally accepted that this is in fact not reliable. 
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Research has defined six common failure patterns associated with the lifecycle of 
production assets and only 20% of these are based on a useful life, the rest are random 
(Jeffery 2012). 

In their ground breaking article on RCM policy Nowlan and Heap concluded that "a 
maintenance policy based exclusively on some maximum operating age would, no 
matter what the age limit, have little or no effect on the failure rate." 

Therefore PM as a broad policy is not effective. PM on a component with a random 
failure mode in some cases can actually be detrimental to the component and constant 
overhauls are costly and impractical. If there are other factors involved, such as the 
machine having a known failure mode or the likelihood of failure does actually increase 
over time, then preventative maintenance can be effective. (Maintenanceassistant, 
2013). However as a sole policy across different components it will create inefficiencies 
and unnecessary costs. 

In saying this, reactive and preventative maintenance still plays an important role in 
overall maintenance operations. In a complex business operation there can be a huge 
number of different components that must be maintained and each will have different 
requirements. Some will just run until failure; there is no point in operating predictive 
maintenance on a component that can simply be replaced if it is not crucial to 
operations. Likewise with preventative maintenance, a successful schedule can 
significantly extend the life of a crucial business component that would otherwise have to 
be regularly replaced. (Owens, 2013). 

An effective RCM will form an optimum mix of reactive, preventative, and predictive 
maintenance processes in order to maximise facility and equipment reliability. The 
_c_ate_gm:ical re!;U.Jirements for each recess are shown in the figure below. 
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For Cloudy Bay then it is important to identify applications that are suitable for 
preventative maintenance these include assets that have: 

• A critical operational function 
• Failure modes that can be prevented (and not increased) with regular 

maintenance 
• A likelihood of failure that increases with time or use 
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Appendix D 
Performance Measures 

While the benefits of establishing performance measures are clear, defining the 
indicators and providing measures that can analyse the goals and objectives of a 
maintenance program as a whole can be hard to define. 

There are two main baselines that can be used: 

• Internal: Used to monitor trends 
• External: Used as models for improvement 

These can be defined as effectiveness (doing the right things) and efficiency (doing 
things right). 

Cloudy Bay find themselves in a rather unique situation where they are able to externally 
evaluate their operations with the Domain Chandon winery who have been us-i~the 
same maintenance system and therefore follow very similar baselines and 
measurements. 

Inter-organisation comparisons (External) 

While the two companies operate similar functions it must be considered that typically 
30-50% of maintenance costs are influenced by external sources that cannot be 
controlled by maintenance practises. This means that causal influences must be 
considered and observational ranges must be extended to accommodate these external 
factors. 

The actual process used to obtain relevant data can be sectioned into a number of 
norm a I 1sed a pp roaches thatcomp-are-c-ompany-performance-:--=f-hese-ate-shewR-eelew--; 

These measurements do not use absolute values as they cannot be compared across 
different operations due to a number of differing factors including scale, size, and 
process. 

• Capital Value of asset base: Maintenance performance can be indicated by an 
adjusted value taking into consideration environment, condition, age, design, and 
productivity. 

• Work measurement base: An indicator of efficiency using percentage of 
productive work time. 

• Physical size: Maintenance performance can be indicated as a cost per unit, 
area of volume, or area serviced per maintenance worker. 

• Capacity Base: Using the total installed capacity or quality of product produced 
as a base performance is based on a cost per unit produced (Beukman, CP. 
2013). 
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Due to the nature of operations at Cloudy Bay using a combined approach of work 
measurement base and a capacity base will give a thorough indication of the 
performance of new maintenance policies which can be compared to the baselines set 
by Demian Chandon . The reason a unified approach is taken is that the work 
measurement approach does not question whether what is being done is the right thing 
to do. Using a concurrent Capacity Base approach will enable correlations to be made 
between efficiency and cost and will provide an indication of productive benefits. 

Internal assessment 

Internal assessment as suggested by Beaukman can be investigated by four main 
criteria: 

Planning: Analysing preventative and administrative trends and the amount of 
unscheduled or unexpected work that arises is a direct correlation to the effectiveness of 
planning. After initial benchmarking if these factors decrease it can be said that planning 
has been effective. 

Workload: An analysis of the changing workload of maintenance staff can provide an 
indication of the effectiveness of a new system. Especially analysing the backlog of 
overdue work. 

Asset Performance: This is the major objective of maintenance processes and 
indicates the ability of the program to protect an asset base and keep it productive. 
Measuring factors such as turnover and performance can be used as an indicator for 
effectiveness. 

Cost: Using a cost indicator shows the overall cost of maintaining an asset base. 

--eare- n-ee-ds- to- rera en as · ere are o v1ous cost variations and random failure modes 
across these benchmarks. This means that outliers can significantly impact results and 
therefore only in cases where an objective, repeatable processes is available should 
these criteria be used. 
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AppendixE 
Change management - Barriers and challenges of implementing a new system. 

According to a 2013 Strategic & Katzenbach Center Survey of global senior executives 
on culture and change management the success rate of major change initiatives is only 
54%. (Aguirre, D & Alpern M. 2014). 

Analysis of literature on change management has identified some major hurdles that 
need to be overcome for successful implementation. Some of these have already been 
discussed in the main document such as internal politics and culture, and the impacts of 
a lack of project knowledge, therefore the following section will outline other challenges 
that are generally acknowledged when attempting to develop new management systems 

into business operations. 

The risk of these factors has been identified as not being immediately critical to current 
operations at Cloudy Bay, but awareness is still required. 

Change Fatigue. 

This is defined as the exhaustion suffered when users are forced to make too many 
changes at once. In the same study referenced above, 65% of respondents reported 
that this fatigue was a common problem. Common causes of this fatigue were that 

projects were: 

• Poorly thought through. 
• Rolled out too fast. 
• Put in place without sufficient preparation (Aguirre, D & Alpern M. 2014). 
Sustainability 

-eften- rnitiatives-can-noumterwhei.c-ompanies lack7 Fle sRil s o ensure hat changes can 
be sustained over time. Initial implementation may be approached eagerly however, if 
this is not reinforced with the establishment of correct processes, short term problems, 
or even just the lack of short term results, could lead to disengagement with the project 

(Bohem, B & Turner, R. 2015). 

Business Process conflicts 

This issue occurs when trying to merge new processes with current operational 
standards without undermining what has been developed and refined over many years 
of operations. Combining process that can often be fundamentally different is technically 
and managerially challenging . 

It is often the case that these scenarios can be developed in localised, low risk, pilot 
operations, however once these are exte ded to involve larger portions of operations it 
becomes significantly more complex (Bohem, B & Turner, R. 2015). 

Financial Investment 
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The willingness of organisations to support financial investments, as well as securing 
sufficient resources for continued support, will always be challenging. It is a common 
scenario where a significant outlay for hardware/software and development costs is 
invested at the beginning of a project only for supporting finances and resources to be 
neglected. Failure to budget for ongoing expenses or experiencing cost overruns can 
limit the capabilities of the project. These extra costs are incremental compared to the 
initial outlay and the benefits that a completed system can offer far outweigh the extra 
costs, however firms can often be unwilling to invest further. 

Alternatively firms often get stuck in a downward spiral investing money in a bad system 
to try and recover their initial investment. The concept of sunk costs must be considered 
where the costs have been incurred and it can simply be better to walk away from the 
project. 

These examples outline some common inefficiencies where businesses are unsure how 
to control investments. It is crucial to be aware of these concepts and ensure that project 
justification is consistently occurring to ensure money is being directed at the correct 
projects (Needs, I. 2013). 

Processes. 

Issues that arise \lvhen implementing change management ,.1vill be unique and therefore it 
is impossible to establish a pre-emptive solution. As the framework in the main 
document alludes to there are general processes that can be followed to mitigate these 
issues. The following processes outline some generic approaches that should be taken 
to reduce the risk of some of the identified issues arising. 

While it has been significantly covered in the document it should be reinforced that 
-Cultur~---ever-y-th~Rg..-A-2~-CuUu.r:e-a.Ad-ChaAge-.MaAagemeA-LSurve-y....whicbJnclud.ed_ 
more than 2,200 global business people concluded that culture's role in business was 
seen as more important than a company's' strategic goals or operating models (Aguirre, 
D. & Von Post, R. 2013) . 

Involve Every layer 

The process of rolling out change becomes much simpler when mid-level and 
operational people are involved early in the process. 

Operators tend to be rich sources of knowledge about where potential glitches may 
occur, what technical and logistical issues need to be addressed, and how customers 
may react to changes . Often planners will leave out these users as they believe the 
process will be more efficient if fewer people are involved in planning. Although this may 
save time at the beginn ing, ensuring a wide range of people are involved will help 
reduce the chance of issues occurring down the track (Aguirre, D & Alpern M. 2014). Not 
only is there a more broad source of information but the users are more invested as they 
have assisted in developing the plan. After all sometimes "you have to go slow to go 
fast." 

48 I Page 



' I l I I \ y 

Engage Users 

As has been highlighted it is crucial to convey strong messages of change through 
leadership. While this remains true it is highly important that there is a sustained, 
powerful message communicated not only during the initial rollout but once the system 
and processes are set in place as well (Todnem, R. 2005) . 
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Appendix F 
Screen shots of MEX 
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Appendix G 

A major issue that has been identified is that successful completion of this project does 
not come with highly tangible results. This phenomenon is summed up perfectly by Pier 
Giorgio Perotto, the designer of the world's first personal computer. 

"Maintenance activities don 't claim to change the world, their objectives can't be expressed in layman terms, 
they don 't share the breath-taking charm of high-pe,fonnance device making, they demand to be repeated 
periodically and continuously and, if they are successful, their effects just can't be seen." 

A simple google search uncovers a large number of articles relating to ROM (Results 
driven management) and a concentration on results not activities. It has been identified 
however that this project must be process driven to be successful, as concentrating on a 
set goal is 
• Hard to define 
• Can create negative feelings as results in maintenance are slowly achieved 
(Clear, 2013). 

Therefore it is important that there is an environment created around correct systems 
and processes, without this the lack of instant results will realistically cause project 
redundancy as has already been the case once before. If this is not driven by 
department managers employees will simply see the system as unnecessary work and 
the MEX system will be ineffective. 
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Appendix H 

Because of the diverse nature of maintenance work there needs to be some form of 
classification policy. Having a consistent policy allows the collaboration of work to be 
much simpler, especially as the database will gradually be inundated with information. If 
from the outset there is not a formal registration policy in place information will become 
cumbersome and impossible to reference. Well compiled information will allow MEX to 
complete a number of tasks including: 

• Formulate work in reports and analysis for a huge number of variables 
including backlog reports, specific machine breakdown time, machine scheduled 
work, hours available for the following day, required work time etc. 
• Establish KPls and run maintenance performance checks against previous 
operation levels. 

The following examples are a guideline for a work classification policy that should be 
implemented and is broken down into categories: 

Scheduled This includes all pro-active and preventative maintenance work done to 
work: prevent asset failure . 

Defect work: Regarded as reactive maintenance work that is required when there is 
an observed critical failure and is done to restore assets back to their 
previous working condition . 

Condition Work done in reaction to a degrading asset that has been identified as 
work: imminent to critical failurP. ~nd i~ n::.c::.tnred to p.revioYs ly-ac-c-ep-t-able-

condition . 

Upgrade Work completed in a planned or reactive capacity that improves or 
work: adds value to an asset. 

Capital work It is recommended that this be separately accounted for. 

Warranty Work that is covered under an agreement with a supplier or contractor 
work and does not impact on the operations of current maintenance staff. 
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Extended user licence cost summary 

Additional 
Addition Of Stores 

Addition of 
New Users Required Module to Current 1 User with Stores New AMA Hosting Fee Ops-Request Total 

(Total Users for added to current (2-4 Users) 
Cloudy Bay) 

User Set up (2-4 Users) 

+1 (2) $1,200.00 $2,265.00 $1,500.00 $1,500.00 $2,725.00 $9,190.00 

Additional 
Addition Of Stores Addition of 

New Users Required Module to Current 2 Users with New AMA Hosting Fee Ops-Request Total (Total Users for Stores added to (2-4 Users) 
Cloudy Bay) 

User current Set up (2-4 Users) 

+2 (3) $1,200.00 $4,500.00 $1,500.00 $1,500.00 $2,725.00 $11,425.00 

Additional 
Addition Of Stores 

Addition of 
New Users Required 

Module to Current 3 Users with New AMA 
Hosting Fee Ops-Request Total (Total Users for Stores added to (2-4 Users) 

Cloudy Bay) 
User current Set up (2-4 Users) 

+3 (4) $1,200.00 $6,675.00 $1,500.00 $1,500.00 $2,725.00 $13,600.00 

Additional 
Addition Of Stores Addition of 

New Users Required Module to Current 4 Users with Upgrade AMA 
Hosting Fee Ops-Request Total 

(Total Users for User 
Stores added to (5-10 Users) 

(5-10 Users) 
Cloudy Bay) current Set up 

+4 (5) $1,200.00 $8,800.00 $3,000.00 $3,000.00 $2,725.00 $18,725.00 

'.,,, 

Additional 
Addition Of Stores Addition of 5 

New Users Required Module to Current Users with Stores Upgrade AMA 
Hosting Fee Ops-Request Total 

(Total Users for added to current (5-10 Users) 
Cloudy Bay) 

User Setup (5-10 Users) 

+5 (6) $1,200.00 $10,750.00 $3,000.00 $3,000.00 $2,725.00 $20,675.00 

Additional Addition Of Stores 
Addition of 6 New Users Required 

Module to Current Users with Stores Upgrade AMA 
Hosting Fee Ops-Request Total (Total Users for 

User 
added to current (5-10 Users) 

(5-10 Users) 
Cloudy Bay) Set up 

+6 (7) $1,200.00 $12,600.00 $3,000.00 $3,000.00 $2,725.00 $22,525.00 

dditional 
Addition Of Stores Addition of 7 

New ,ers Required Module to Current Users with Stores Upgrade AMA 
Hosting Fee Ops-Request Total ,ta/ Users for 

User 
added to current (5-10 Users) 

(5-10 Users) 1udy Bay) Setup 

BJ $1,200.00 $14,350.00 $3,000.00 $3,000.00 $2,725.00 $24,275.00 
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Additional Addition Of Stores 
Addition of 8 New 

Users Required Module to Current Users with Stores Upgrade AMA 
Hosting Fee Ops-Request Total 

(Total Users for added to current (5-10 Users) 
Cloudy Bay) 

User 
Set up 

(5-10 Users) 

+8 (9) $1 ,200.00 $16,000.00 $3,000.00 $3,000.00 $2,725.00 $25,925.00 

Additional Addition Of Stores Addition of 9 New 
Users Required 

Module to Current 
Users with Stores Upgrade AMA 

Hosting Fee Ops-Request Total 
(Total Users for User 

added to current (5-10 Users) 
(5-10 Users) 

Cloudy Bay) Set up 

+9 (10) $1,200.00 $17,550.00 $3,000.00 $3,000.00 $2,725.00 $27,475.00 

Additional 
Addition Of Stores 

Addition of 10 New 
Users Required Module to Current 

Users with Stores Upgrade AMA Hosting Fee 
Ops-Request Total 

(Total Users for User added to current (11-15 Users) (11 -15 
Cloudy Bay) Set up Users) 

+10 (11) $1,200.00 $19,000.00 $5,400.00 $5,400.00 $2,725.00 $33,725.00 
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Progress reports 
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The following progress reports were submitted at monthly intervals throughout the duration of the 

project . They contain a detailed analysis of the process undertaken as well as a risk analysis and a 

timeline. 

Progress Report 1. 
14TH November 14' 

Andrew Courtney 

Masters of Engineering Management 

University of Canterbury 

Overview 

The start date for the deliverables shown is when the MEX research began. Initial discussions and 

project negotiations began 1st September after an initial project with Wild Earth Travel fell through. 

What followed this was a large period of inactivity as Cloudy Bay decided on the project start date. 

Included were two weeks of inactivity from the 20th of September as the project student was 

incapacitated with a broken jaw. 

Since the slight delay in starting the project the progress has been very successful. The MEX system 

itself has been rather rudimental to use as the interface is somewhat limited . However the research 

phase of stage 1 and 2 has been very successful and informative while at the same time being 

completed ahead of the initial schedule. 

Ongoing research with the MEX system should increase its usability and at this stage in the project 

there are no significant threats to the outlook. 

Deliverables 
Goals 

Initial Research covering: 

• Project documentation 

• MEX 
• Operations 

• Waste Water Treatment Plant (WWTP) 

Develop MEX to operational standard through 
pilotWWTP 

• Asset Registers 

• Preventative maintenance 
Review WWTP Pilot 

Stage 

Stage 1 

Stage 2 

Stage 3 
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1 

1.1 

1.2 

1.3 
Stage 

2 

, I. ") t ' I) Y \) 

• Thorough inspection of processes and 
systems set in place in the WWTP to 
establish any aspects that could be 
improved and applied to other areas of 
the winery. 

Establish MEX in winery Press Pit Stage 4 

• Follow similar process to what was 
done in WWTP, researching operations 
and processes in the Press Pitt 

• Establish registers and maintenance 
schedules for the press PIT in MEX 

MEX Training 

• Specific MEX training for users. (First 
available dates) 

• Review previous work done and update 
where necessary 

Establish MEX in Bottling lines 

• Follow similar processes to previous 
applications. 

Review and Expand on MEX capabilities 

• Review all systems in place 

• Develop across whole winery 

• Automatic referencing 

• Link with other winery systems 
~~~ 

Compressed Stage Process 
Stage 1 Expanded 

Deliverables 

Description Start 

Planned 

• Theoretical MEX system 20/10/14 
research 

• Practical MEX System 22/10/14 
research 

• Define project 20/10/14 

• Project Proposal 03/11/14 

• Winery tour - Key processes 05/11/14 

• Pilot Waste Water Treatment 07/11/14 
Plant (WWTP) processes 
expanded. Key systems and 
components 

• Collating information 10/11/14 

Stage 6 

Stage 7 

Stage 8 

Finish 

Planned 

05/11/14 

07/11/14 
11/11/14 

14/11/14 

Actual Actual Tracking 

Start finish 

Same 22/10/14 Complete 

Same 24/10/14 Complete 

Same 03/11/14 Complete 
Same 12/11/14 Behind 

Same Same Complete 
Same 12/11/14 Complete 

Same 13/11/14 Complete 
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• Begin entering information 13/11/14 19/11/14 12/11/14 Ahead of schedule 

into MEX 

• Develop asset registers and 13/11/14 19/11/14 12/11/14 Ahead of Schedule 

preventative maintenance 
schedules 

• Media release ( unplanned ) 10/11/14 Same On Track (Waiting 
on approval) 

Summary 

Initial research across the winery and MEX has been completed in the allocated time, and the Pilot 

operation is progressing ahead of schedule. Delays in beginning the project have meant that the 

Project Proposal and initial paperwork were slightly behind schedule. 

The media release was an unplanned addition; this has been completed and is currently under 

review by the sponsor to screen any sensitive information. 

The first deliverable, stage 1 has been completed and stage 2 is well underway, with the pilot WWTP 

nearing completion. 

Stage 1 

1.1 

---After the MEX_ sset management and maintenance project was decided upon the initial step was to 

develop an understanding of how the system workect;-,:his-wa£.-done IJ¥ f iW.!_y downloading on line 

manuals and instructional videos. From there an online simulation was downloaded which allowe 

practical experience with the system. 

Once on site the Cloudy Bay system was able to be used. Becoming familiar with a system such as 

MEX is obviously an ongoing process which will be supplemented with a training course in mid

December. 

1.2 

Once initiated to the winery it was important to gain knowledge of the site as a whole and how the 

systems are operated and managed . A tour around the winery and meetings with different 

personnel established a sound understanding of the operations. 

This especially concentrated on the Waste Water Treatment Plant, (WWTP) as this was where the 

pilot operations for MEX would take place. A detailed explanation from the winery engineer, and 

research into the specific components of the system were undertaken . 

1.3 
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The initial research for the WWTP concentrated on specific assets including the extraction process 

from the winery to the treatment centre, the treatment process and the waste water disposal. 

Following this the maintenance and management processes for each asset had to be established. 

This was done working closely with the winery engineer. 

Stage 2 

2 .1 

The information gathered in the previous stages then needed to be entered into the MEX system. 

Using the system, asset registers were created which includes information such as the make and 

model, serial number, their power output, and how they can be replaced. Personalised preventative 

maintenance profiles were then created which outline the main requirements for maintaining each 

individual asset. This process is currently ongoing. 

These preventative maintenance profiles were broken into several groups for the different yearly 

cycles the winery goes through, predominantly harvest and non-harvest periods. 

2.2 

The media release was a late addition; this is for the University of Canterbury. It has been completed 

and passed on for review 

Risk Analysis 

The risk analysis below shows the risks that were outlined at the beginning of the project. Any 

modifications to the risk profile after the work on stage 1 are outlined after the specific risk 

descriptions. 
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Consequence 

How severe could the outcomes be If the risk event occurred? 

I } 5 

Insignificant Minor Significant Severe 

s 10 I~ ,,_ 
Almost Medium High Very high .. 

C 

"E Certain :, 

~ 4 • I I} 

~ likely Medium Medium High 
"D 

•,: ., 
0 -s 0 ) Ii 9 11 I \ 

.J::. 0 Moderate Low Medium Medium High Veryhlsh Qj 
., 
-s .x ., 

:::; u • C 2 Ii 10 
"' .s:: Unlikely Medium Medium High u ., 
-s .,. 

1 • ~ 

"' .s:: Rare Low Medium Medium ~ 

Risk Category Owner Mitigation Plan/Comments 

Scope Creep High (4,3) Andrew Courtney, Projects of this nature have 
Cloudy Bay the possibility of expanding 

outside of the original 
guidelines. Sticking to the 
stages defined, following 
the proposal, and regular 
consultation with persons 
concerned should help 
prevent this 

Acceptance of MEX High (2,5) Andrew Courtney. It can often be that people 
Cloudy Bay are reluctant to change and 

adopt new technology. 
Working closely with those 
who will be using MEX such 
as the site engineer, to 
show the benefits should 
promote adoption 

Lack of Support High (3,4) Andrew Courtney, Applying MEX involve a 
Cloudy Bay large amount of technical 

detail. Therefore assistance 
is needed acquiring this. By 
establishing effective 
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communication t his should 
not be a problem 

No Obvious results till Medium ( 3,3) Andrew Courtney, The system in place should 
vintage time Cloudy Bay be enough to show how it 

can be effective . Making 
sure it has been thoroughly 
tested before vintage is 
important 

Communication Medium ( 3,3) Andrew Courtney, Open lines of 
Cloudy Bay communication and weekly 

meetings should reduce this 
risk 

Failure of Pilot Medium ( 2,4) Andrew Courtney If MEX is proven to be 
unhelpful in the WWTP then 
it will not be applied to the 
winery. Ensuring a top 
standard of work in the pilot 
for best chance of 
implementation 

Scope to small Medium (2,3) Andrew Courtney, They project may be 
Cloudy Bay completed in a short space 

of time. MEX has many 
applicat ions and these can 
be employed. Related 
projects can be undertaken 

Risk modifications 

-----1·-hese-mod+fications, rrea djustmentsa er wor con ucte on stage 1. No mention on the table 

below signifies there has been no change in the risk profile 

Risk 

Communication 

Scope to Small 

Category - Change 

Medium (3,3)
Medium (2,3) 

Medium (2,3)-Medium 
(3,3) 

Owner 

Andrew Courtney, 
Cloudy Bay 

Andrew Courtney, 
Cloudy Bay 

Mitigation/Comments 

The location of my work 
space is situated next to the 
winery engineer( one of the 
project sponsors), although 
he is often away from his 
desk I am able to have face 
to face contact with him 
most days, resulting in a 
reduction in likelihood 
After progressing through 
the pilot relat ively quickly 
the likely hood for the scope 
to be too narrow increased 
by a point. Stage 2 and 3 will 
be closely monitored to 
establish if this risk is likely 
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Upcoming Work 

\ ) 

to develop. In which case 
methods will be put in place 
to prevent the risk from 
developing further 

The next step in the process is to review the WWTP. Using methods and knowledge gained from the 

pilot, MEX will be applied to the winery Press Pit. This process will be under intense time pressure to 

keep up with schedule due to 4 days away from the office for the industry presentations from the 

25th through to the 28th of November. 

Review WWTP Pilot 

• Thorough inspection of processes and 
systems set in place in the WWTP to 

establish any aspects that could be 
improved and applied to other areas of 
the winery. 

Establish MEX in winery Press Pit 

• 

• 

• 

• 

• Follow similar process to what was 
done in WWTP, researching operations 
and processes in the Press Pitt 

• Establish registers and maintenance 
schedules o the press PIT in MEX 

Description Start 
Planned 

Thoroughly review the WWTP 19/11/14 
plan. 

Make adjustments where 
needed 

Working with the winery 19/11/14 
engineer develop a thorough 
understanding of the press pit 
its components and processes. 

Develop an asset register and 24/11/14 
maintenance schedule for the 
Press Pit 

Conclusion 

Stage 3 

Stage 4 

Finish Actual Actual Tracking 
Planned Start finish 

20/11/14 

21/11/14 

03/12/14 
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The project is progressing nicely with stage 1 finishing ahead of schedule and stage 2 progressing 

ahead of schedule. From the risk modification chart above the only concern is the scope level. As a 

pre-emptive measure a meeting to discuss this with the project sponsor has been put in place for 

week ended November 21st 2014. 

Reviewed 

Jeremy Watts (Project Sponsor) 

Date I I 

Signature 
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Progress Report 2. 
12th December 14' 

Andrew Courtney 

Masters of Eng ineering Management 

University of Canterbury 

Overview 

Progress report 1 covered the first stage of the project process and the beginning of stage 2 until the 

14th of November. This report will follow on from this progress, up until the 14th of December. The 

week ended 28th of November was spent away from the office in Christchurch due to the industry 

presentations. Therefore progress was limited to research as the system could not be accessed on 

another network. 

It was made clear that the Waste Water Treatment Plant {WWTP) was to be used as a pilot for which 

the rest of the operations will be based on. After the initial stages of the project were complete It 

has become apparent that overall implementation of the system will occur in a different way. Due to 

the nature of the winery operations, general maintenance happens in two main ways. 

• Defined cyclical checks e.g. 3 monthly transfer pump checks. 

• Requested maintenance of machine failure both critical and minor. 

The time frame of this project falls outside of many of these cyclical checks and machine failure is 

sporadic. The only example of failure occurred in an area which was not yet referenced in MEX. For 

these reasons it became clear that the MEX system will be developed across the whole winery 

before implementation rather than just the WWTP. 

Deliverables 
The deliverables have been modified to meet changes in timing brought about by the early 

completion of stages 1 and 2. Specifically work on the bottling line (stage 6) has been brought 

forward and will begin before the MEX training (Stage 5). 

Goals 

Initial Research covering: 

• Project documentation 

• MEX 
• Operations 

• Waste Water Treatment Plant (WWTP) 

Develop MEX to operational standard through 
pilotWWTP 

• Asset Registers 

• Preventative maintenance 

Stage 

Stage 1 

Stage 2 
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3.1 
Stage 
4 
4.1 

4.2 
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Review WWTP Pilot Stage 3 

• Thorough inspection of processes and 
systems set in place in the WWTP to 
establish any aspects that could be 
improved and applied to other areas of 
the winery. 

Establish MEX in winery Press Pit Stage 4 

• Follow similar process to what was 
done in WWTP, researching operations 
and processes in the Press Pitt 

• Establish registers and maintenance 
schedules for the press PIT in MEX 

Establish MEX in Bottling lines 

• Follow similar processes to previous 
applications. 

MEX Training 

• Specific MEX training for users. (First 
available dates) 

• Review previous work done and update 
where necessary 

Review and Expand on MEX capabilities 

• Review aii systems in piace 

• Develop across whole winery 

• Automatic referencing 

• Link with other winery systems 
Develop MEX system to go live 

• Consult with users 

• Create user friend network 
i;.i-na!-.. proj.ect-r_epod 

• Operating concurrently through stages 
7 and 8 

Expanded Stage Process 
Description Start 

Planned 

• Overview of WWTP 

• Tour and process of 
w inery PRESS PIT 

• Research into process 

• Collate information on 

Stage 5 

Stage 6 

Stage 7 

Stage 8 

Stage 9 

Finish 
Planned 

Actual Actual Tracking 

Start Finish 

17/11/14 17/11/14 Complete 

18/ 11/ 14 20/11/ 14 Complete 

19/11/14 21/ 11/ 14 Complete 
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Stage 
5 
5.1 

5.2 

5.3 

5.4 

Stage 
6 
6.1 

6.2 
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assets and maintenance 
process in PRESS PIT 

• Develop asset registers 19/11/14 1/12/11/14 Complete 
and Preventative 
Maintenance schedules 
in PRESS PITT 

• Presentation week 24/11/14 28/11/14 Complete 

• Supplementary research 
of Winery Systems 

• Overview of PRESS PIT 01/12/14 01/12/14 Complete 

and housekeeping from 
week away from office 

• Production line research 

• PRODUCTION LINE TOUR 02/12/14 03/12/14 Complete 

& research 

• Collate information on 03/12/14 05/12/14 Complete 

assets and maintenance 
process in PRODUCTION 
LINE 

• Data entry PRODUCTION 08/12/14 10/12/14 Complete 

LINE 

• Overview of MEX system, 08/12/14 08/12/14 Complete 

questions and problems 
for training course 

• MEX Training course 09/12/14 10/12/14 Complete 

• Review of System/ 10!'12/14 11/12/14 Ongoing 

Integration of training 

• Fine tune system 10/12/14 12/12/14 Ongoing 

Summary 

Upon the completion of stage 1 and 2 some changes were realised in the timeline and overall 

implementation plan . It was decided the system would be implemented across the whole winery 

before it goes live as opposed to initiating each area as it is completed. The early completion of the 

initial stages also brought forwa rd some deliverables. 

After review of the WWTP the next deliverable was the implementation of MEX into the Press Pit. 

The winery has been sectioned into 5 key areas for the use of MEX, the Press Pit is the second area, 

and comp letion of this was stage 4 of the deliverables. 

Following the completion of stage 4 was the implementation of the Production line into the MEX 

system. This was followed by the MEX training course which consisted of two days intensive training 

for myself and other winery staff who would be using the system. 
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6.2 

The MEX training course was conducted over two days and involved a basic introduction to the 

system for first time users. A more advanced module followed showing different functions of t he 

system. Discussions relating to concerns and questions drawn from operating the system were then 

conducted and some issues were sent to the programmers. 

A meeting with key personnel to analyse work done took place and recommendations from this and 

the training were implemented into MEX. 

Risk Analysis 

The Risk analysis below has been updated after completion of the first two stages. Any change in risk 

category will be referenced in the risk modification section following. 

Consequence 

How severe could the outcomes be if the risk event occurred? 

I 1 5 

Insignificant Minor Significant Severe 

5 s to i 5 ,._ 
Almost Medium High Very high .. 

C 

§ Certain 
• 4 I 11 

0 
likely Medium Medium High ~ 

'0 
,: 

0 GI 

0 ~ 3 6 9 I] I\ 
:: 0 Moderate low Medium Medium High Very high 
1i GI 

.:,,r. ~ 
::i 8 

C 2 6 I 10 
"' -5 Unlikely 
GI 

Medium Medium High 

.. 
I 3 4 ~ 

"' Medium Medium .c Rare low 3: 

Risk Category Owner Mitigation Plan/ Comments 

Scope Creep High (4,3) Andrew Courtney, Projects of this nature have 
Cloudy Bay the possibility of expanding 

outside of the original 
guidelines. Sticking to the 
stages defined, following 
the proposal, and regular 
consultation with persons 
concerned should help 
prevent this 

Acceptance of MEX High (2,5) Andrew Courtney. It can often be that people 
Cloudy Bay are reluctant to change and 
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Lack of Support 

No Obvious results till 
vintage time 

Failure of Pilot 

Communication 

Scope to Small 

\ ) 

High (3,4) 

Medium ( 3,3) 

Medium ( 2,4) 

Medium (3,3} -
Medium (2,3} 

Medium (2,3}
Medium (3,3} 

Andrew Courtney, 
Cloudy Bay 

Andrew Courtney, 
Cloudy Bay 

Andrew Courtney 

Andrew Courtney, 
Cloudy Bay 

Andrew Courtney, 
Cloudy Bay 

adopt new technology. 
Working closely with those 
who will be using MEX such 
as the site engineer, to 
show the benefits should 
promote adoption 
Applying MEX involves a 
large amount of technical 
detail. Therefore assistance 
is needed acquiring this. By 
establishing effective 
communication this should 
not be a problem 
The system in place should 
be enough to show how it 
can be effective. Making 
sure it has been thoroughly 
tested before vintage is 
important 
If MEX is proven to be 
unhelpful in the WWTP then 
it will not be applied to the 
winery. Ensuring a top 
standard of work in the pilot 
for best chance of 
implementation 

The location of my work 
space is situated next to the 
wine en ine r( one of tbe 
project sponsors), although 
he is often away from his 
desk I am able to have face 
to face contact with him 
most days, resulting in a 
reduction in likelihood 

After progressing through 
the pilot relatively quickly 
the likely hood for the 
scope to be too narrow 
increased by a point. Stage 
2 and 3 will be closely 
monitored to establish if 
this risk is likely to develop. 
In which case methods will 
be put in place to prevent 
the risk from developing 
further 
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Risk Modifications 

Risk 

Acceptance Of MEX 

Scope to small 

Upcoming work 

Category - Change 

(2,5)
(3-5) 

(3,3)-
, ,., "l\ 
\ L,.:> ) 

Owner 

Andrew 
Courtney, 
Cloudy Bay 

Andrew 
rn , ,rtni:>1/ '-"-'-" • .. ,, _,, 
Cloudy Bay 

Mitigation plan/Comments 

During the process of implementing 
MEX at Cloudy Bay it has become 
apparent that the company culture 
will be the biggest inhibitor to MEX 
becoming successful. The 
probability of occurrence has 
increased from unlikely to 
moderate due to the current nature 
of the winery. To mitigate this the 
interface and usability of the system 
must be easy to use and require 
limited interaction so as to 
integrate seamlessly into the 
organisation. An extended time 
period has been given in order to 
ensure this happens effectively. 
After initially increasing the 
probability of the scope being too 
small after the first two stages a 
meeting with the sponsor took 
place. The project was re
revaluated and the scope was 
decided to be sufficient. 

Once the training course has been completed and the system has been updated the MEX system will 

be implemented in the winery and plant room. Following this any miscellaneous assets will be 

entered and the system will be thoroughly checked. Then through consultation with key personnel 

the user requirements will be re-evaluated taking into account factors such as user licences and the 

MEX system will go live. 

During this period the planning for the final Report will begin. 

Once MEX is fully operational the initial stages will be live tested and adjustments will be made as 

users familiarise themselves with the system and the most effective method of operation is 

established. 

Stage 7 Description Start Finish 
Planned Planned 

7.1 • Develop MEX in 15/12/2014 18/12/2014 

Actual 
Start 

Actual Tracking 
Finish 

Planned 
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Winery 
7.2 • Final report 19/12/2014 16/01/2015 Planned 

planning 
7.3 • Develop MEX in 05/01/2015 08/01/2015 Planned 

Plant room 
8 • Develop MEX 12/01/2015 23/01/2015 Planned 

system to go live 

• Fine tune system 16/01/2015 Planned 

to meet user 
requirements 

9 • Final Project 19/12/2014 06/02/2015 Planned 
Report 

Summary 

Deliverables from stage 2 through to stage 6 have been completed as the project progresses nicely. 

The work in this report focuses largely on referencing assets from the 5 established sections of 

Cloudy Bay into the MEX system. As is explained in the risk report the major concern going forward 

is that Cloudy Bay will not adopt the new MEX system. A prolonged period has been given in order to 

fine tune the system and make sure that the user requirements are met so it can be easily adopted. 

A major consideration about the number of users required for MEX to be effective will be made once 

it has gone live. 

Upcoming work is crucial to the success of the project as stage 8 will amalgamate all the previous 

stages in order for the system to go live. From there it is important that each user understands the 

system so it can be implemented effectively. 

Reviewed 

............ ..................... ............ Date: ... ................................. ..... .... Date : 

Sponsor - Steve Plantheber Sponsor - Jeremey Watts 
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Progress report 3 
14th January 15' 

Andrew Courtney 

University of Canterbury 

Masters of Engineering Management 

Overview 

The two previous progress reports covered the beginning of the project up until the 14
th of 

December. This will be the final report and will cover progress from t he 14th of December to the 

completion date. It will cover testing for robustness of the system, implementation guidelines and 

the handover process. The winery was closed from t he 23/12/14 to the 05/01/15 and no work was 

scheduled fo r this period. 

Deliverables 

Goals 
Initial Research covering: 

• Prnject documentation 

• MEX 
• Operations 

• Waste Water Treatment Plant (WWTP) 

Develop MEX to operational standard through 
ilotWWTP 

• Asset Registers 

• Preventative maintenance 

Stage 

Stage 1 

Stage 2 

Review WWTP Pilot Stage 3 

• Thorough inspection of processes and 
systems set in place in the WWTP to 
establish any aspects that could be 
improved and applied to other areas of 
the winery. 

Establish MEX in winery Press Pit Stage 4 

• Follow similar process to what was 
done in WWTP, researching operations 
and processes in the Press Pitt 

• Establish registers and maintenance 
schedules for the press pit in MEX 

Establish MEX in Bottling lines 

• Follow similar processes to previous 
applications. 

MEX Training 

• Specific MEX training for users. (First 

Stage 5 

Stage 6 
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7 

7.1 

Stage 

8 
8.1 

8.2 

8.2 
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available dates) 

Review and Expand on MEX capabilities Stage 7 

• Review all systems in place and update 

• Develop across whole winery 

• Automatic referencing 

• Link with other winery systems 
Develop MEX system to go live 

• Consult with users 

• Create user friend network 
Final project report 

• Operating concurrently through stages 
7 and 8 

Expanded Stage Process 
Description Start 

Planned 

• Develop MEX in Winery 

• Develop MEX In Plant 22/12/14 

room 

• Thorough review of 
data entry 

• Link with other winery 
systems 05[01/15 

• Automat ic referencing 
(Linked with other 07/01/15 

systems) 

• Implementation 
development plan 

• Consult with users 

• Create user friend 
network 

• Development of final 
project 

Summary 

Stage 8 

Stage 9 

Finish 

Planned 

23/12/14 

Actual Actual Tracking 

Start Finish 

15/12/14 19/12/14 Complete 
Behind 

Complete 

12/01/15 20/01/15 Complete 

Postponed 

Postponed 

05/ 01/ 15 Ongoing 

12/01/15 Ongoing 

15/ 12/ 14 Ongoing 

After the Winery was referenced into the MEX system the major function of the final stages was to 

ensure the robustness of the system and make sure it is ready for implementation . 
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Utilising other parts of the MEX system and incorporating external data was discussed and 

evaluated. It was decided to postpone these functions till after the MEX system is introduced. 

Stage 7 

Stage 7 was planned to be the final step in asset referencing however the development of MEX in 

the plant room has not been completed. As it was a late addition to the scope of MEX it has been 

postponed so as to keep to schedule. It will be assessed and referenced during the final stage of the 

project; it is however not seen as crucial to the overall implementation of the system. 

Stage 8 

8.1 

After completion of the asset register and maintenance schedule development it was important to 

ensure that the system was accurate, thorough, and complete. If assets are missing, maintenance 

work has been left off, or there are any other factors affecting the usability of the system, then its 

initial use will be inefficient. This will significantly affect user buy in. 

It was initially planned that the project would expand on the base system, such as developing the 

inventory management program. While this is still planned as a short term development it was 

decided to postpone these during the project to ensure easier management of the main system. 

Once MEX has been successfully integrated then its processes will look to expand. 

After discussions about linking other systems to MEX it was decided that it may be unnecessary as 

systems such as the WWTP monitoring system act independently. However transferring the data of 

------U_...·s_S¥_ste.mJ.n1! was discussed and will look to be included after the initial implementation. 

8.2 

The final stage of this project is to develop implementation plans/guidelines. This is a thorough 

outline of the processes that must be undertaken if the MEX system is to be successful. 

This will involve a number of processes including: 

• Communication with users to ensure the user requirements are met and that the systems 

capabilities are understood. 

• An outlined strategy for using the system and how to achieve successful implementation. 

• Recommendations for dealing with potential issues. 

It will also include guidelines for developing the system such as the use of MEX ops and the 

inventory system. 

Stage 9 
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On completion of the project a report discussing the work undertaken in its entirety must be 

produced. Planning began for this during the final stages of the project and it has been developed 

throughout this period. 

Risk analysis 

The Risk analysis below has been updated after completion of the first six stages. Any change in risk 

category will be referenced in the risk modification section following. 

s 
~ Almost 
C 

"E Certain :, 

~ • 
~ Likely 

-0 .: 
0 " 0 -5 3 :: 0 Moderate a:; " 
~ -5 
::; ~ ; 1 

-5 Unlikely 
~ 
;, I 

"' Rare 3 

Risk 

Scope Creep 

Acceptance Of MEX 

Consequence 

How severe could the outcomes be If the risk event occurred? 

I 1 

Insignificant Minor 

s 10 

Medium High 

• I 

Medium Medium 

l 6 

Low Medium 

Category 

High (4,3} 

(3-5} 

3 5 

Significant Severe 

IS 

Very high 

I> 

High 

9 11 I \ 

Medium High Very high 

6 I 10 

Medium Medium High 

1 4 s 
Low Medium Medium 

Owner 

A-mlrew Courtney, 
Cloudy Bay 

Andrew Courtney, 
Cloudy Bay 

Mitigation Plan/Comments 

Projects-otthis naTure have the 
possibility of expanding outside of the 
original guidelines. Sticking to the 
stages defined, following the proposal, 
and regular consultation with persons 
concerned should help prevent this 

During the process of implementing 
MEX at Cloudy Bay it has become 
apparent that the company culture 
will be the biggest inhibitor to MEX 
becoming successful . The 
probability of occurrence has 
increased from unlikely to 
moderate due to the current nature 
of the winery. To mitigate this the 
interface and usability of the system 
must be easy to use and require 
limited interaction so as to 
integrate seamlessly into the 
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Lack of Support High (3,4) 

No Obvious results till Medium ( 3,3) 
vintage time 

Failure of Pilot Medium ( 2,4) 

Communication Medium (3,3) -
Medium (2,3) 

Andrew Courtney, 
Cloudy Bay 

Andrew Courtney, 
Cloudy Bay 

Andrew Courtney 

Andrew 
Courtney, 
Cloudy Bay 

------aSxC;ti01llptee-lt:eo:eo---5s,-nmnattll1--------t(-.1=2..:,3H---------And rew 
Courtney, 
Cloudy Bay 

Risk modifications 

organisation. An extended time 
period has been given in order to 
ensure this happens effectively. 

Applying MEX involves a large 
amount of technical detail. 
Therefore assistance is needed 
acquiring this. By establishing 
effective communication this should 
not be a problem 
The system in place should be 
enough to show how it can be 
effective. Making sure it has been 
thoroughly tested before vintage is 
important 
If MEX is proven to be unhelpful in 
the WWTP then it will not be applied 
to the winery. Ensuring a top 
standard of work in the pilot gives 
the best chance of implementation 

The location of my work space is 
situated next to the winery 
engineer( one of the project 
sponsors ), although he is often 
away from his desk I am able to 
have face to face contact w ith him 
most days, resulting in a reduction 
in likelihood 

After inilially..lnc-re-a~s-in.,.g,....t.~ ------
proba bility of the scope being too 
sma ll after the first two stages a 
meeting with the sponsor took 
place. The project was re-
revaluated and the scope was 
decided to be sufficient. 

As the project is coming to completion many of the anticipated risks have been mitigated effectively. 

Three major risks still remain and these will still be present until the project is well integrated into 

the business processes at Cloudy Bay. 

• Scope creep 

• Acceptance of MEX 

• No obvious results until vintage time 

While little has changed to affect the current risk categories each of these identified risks become 

much more prevalent during the closing stages of the project. 

75 I Page 



, I l I I \ ) 

It is crucial that implementation guidelines are effectively developed and then followed to reduce 

the impact that these risks may have. 

Upcoming work 

The upcoming work consists of completion of the implementation and handover plan as well as the 

final report as was identified in the expanded stage process. 

Summary: 

As it stands the system is fully developed and ready to go live ( other than the Plant room). The 

remaining work consists of developing the guidelines for implementation and handover. This process 

is crucial for the overall success of the project as the initial use of the system will define how it is 

used going forward. 

A number of potential additions have been identified and these will be further explored in the 

implementat ion guidelines. 

The final risk categories have not been adjusted however there is still potential for these risks to 

develop and must be monitored accordingly as this is where they could have the biggest impact. 

Reviewed: 

...... ... ...... .............. ................ Date: ............................................. Date: 

Sponsor - Steve Plantheber Sponsor - Jeremey Watts 
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