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There are ever increasing opportunities 
to create new and sustainable value in 
asset intensive organisations enhanced 
use of technology. 

In this opinion piece, Vetasi a global asset 
management consultancy and supplier 
of Asset Performance Management (APM) 
solutions, explores how best to integrate 
these new methodologies and technology 
in pursuit of improved value creation.

The article argues that the new ISO standard 
for asset management ISO 55000 provides 
the correct supportive environment for 
Asset Performance Management (APM) 
and Asset Investment Planning (AIP) to be 
successful.
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The cutting edge of combining ISO 55000 and digitisation in asset management 

Organisations invest in assets and implement asset management programs to gain 
benefit (value) from the use of their assets. In asset intensive organisations, there is a 
thin line between success and failure in organisational endeavour with huge benefits to 
be gained from being on the positive side of the line and organisational erosion if on the 
negative side. This article puts forward the thesis that by employing process in 
combination with technology significantly enhances the probability of success.

Companies, organisations and individuals improve their viability by a continuous string 
of decisions about optimising, protecting and benefitting from assets under their 
control. Poor decision-making leads to value erosion, whilst better or improved 
decisions regularly enhances the value of organisations. 

In many cases these decisions are made with partial or no information. This results in 
the main in sub-optimal decisions and outcomes.

Based on Vetasi’s experience, two key approaches, when applied in concert, will 
enable value creating decision-making, namely:

• Aligning to the ISO 55000 standard on asset management, 
• And embracing the digitally enabled world (digitisation) around the assets (often 

also referred to as the Industrial Internet of things (IIoT).

The first provides a contextual system for making decisions linked to organisational 
objectives, whilst the latter facilitates coherent decision making based on evidence.

Experience is proving organisations that effectively combine these approaches 
are adding significant measurable value in both the short and long term.
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Value has different meanings and priorities depending on the perspective from 
which one views it. 

Purchasing a new car may mean for one buyer the most affordable purchase price, to 
another the perceived prestige from driving such a car and to another person the low 
exhaust emissions. All three motivations are driven by a value concept.

In recent years, there has been an increasing and more focused discussion of 
organisational value. From an asset management perspective, the concept of value 
has morphed from a purely (but very important) financial dimension to a broader 
understanding that includes the value expectations of stakeholders, whether 
management, shareholders or customers. 

Value in asset intensive organisations is enhanced in the dynamic tension 
between the interests of differing stakeholder groups as well as changing market 
conditions. 

This requires strategic clarity and resolution. At a strategic level, a conventional car 
manufacturer like Volkswagen took a decision to produce as from 2035 only 
electric no-emission vehicles from its plants in Europe. 

Considering both the market switch towards electric cars and the increased opposition 
by environmental activists towards fossil fuel vehicles, this strategic positioning of 
Volkswagen has massive implications for:

• Asset investment strategies, 
• The management of existing assets,
• Its workforce in the conventional factories,
• Research and development funding.

www.vetasi.com  I  enquiries@vetasi.com  I  Page 2

THE CONCEPT OF VALUE



Balancing these demands, Volkswagen decided to:

• Launch a brand new state of the art production plant in Wolfsburg for its Trinity EV 
to produce 250 000 units annually, 

• Refurbish two of the four existing production lines to produce another 250 000 
EVs with the remaining two lines still capable of 250 000 combustion engine units

• Invest heavily in lithium battery manufacturing, aiming to achieve 75% EV                         
production in Europe with combustion vehicle production being phased out by 2035.

The goal of ISO 55000 is to provide asset intensive organisations a guideline for 
establishing a management system.

To achieve optimal value enhancement requires a clear alignment between the 
strategic objectives of an organization and how the investment in existing and new 
assets can delivervalue reinforcing these strategic objectives.  

In 2014 the International Organisation for Standardisation (ISO) published ISO 55000. 

The management system aligns directly to strategic organisational goals and drives the 
operation and management of the assets towards reinforcing these strategic goals. 

ISO 55000 defines asset management as the function that “coordinates the 
financial, operational, maintenance, risk, and other asset-related activities of an 
organisation to realise more value from its assets”. 

The ISO 55000 standard has been published in a number of languages, is being 
widely adopted across multiple industries and will inevitably play a role in the strategic 
planning of most asset intensive organisations.
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Figure 1: Asset Performance Management
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Figure 2: The Five Value Buckets of Strategic Asset Management



It is clear that value addition or erosion happens when in the constant tug-of-war 
between differing demands. Management is daily challenged to resolve these 
demands by making tactical and strategic decisions. These decisions, whether right 
or wrong, have an impact on organisational value and therefore ultimately success. 
A firm may in a single day face a decision set of whether to replace a partially worn 
seal on a pump, making budget cuts, investing in new plant, upskilling the workforce, 
running double shifts to meet customer demand, research new online monitoring 
systems and what level of stores inventory should be held. 

These are all complex decisions and without direct supporting experience or aligned 
evidence, also very challenging. 

For organisations to be successful it is essential that consistent value enhancing 
decisions are made. Consistently making poor decisions erodes value considerably 
and making a combination of good and bad decisions simply blunts organisational 
endeavour. It is therefore of huge importance to provide both context and 
supporting information to the decision maker.

From the above it is clear that some demands are:

• Purely technical (the replacement of the pump seal),
• Others are driven by cash flow concerns (budget cuts), 
• Another set is at strategic level (prioritising R&D expenditure to enhance the             

intellectual property) with others
• Aimed at production output (running double shifts).

Quite often decisions from a higher managerial level take precedence over decisions 
emanating from a lower level with the latter having to simply pave way or to resort to 
less robust propping-up-alternatives. In other situations, short term objectives (e.g. 
cutting corners to reach output targets) relegate more critical issues to the side line. 
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The industrial experience of the last 30 years is loaded with experience of poor asset 
management decision making leading to erosion of organisational value.

A case in point of the latter, is the BP Deepwater Horizon catastrophe that demolished 
at least USD 65 billion in fines, penalties, recovery costs, cleaning and environmental 
reparation expenditures. Add in billions of legal costs and the fact that BP had to 
siphon funds away from other projects in the pipeline to meet these costs thus 
running up immense opportunity costs, the extent of value destruction is obvious.

This value destruction happened because drilling priorities to meet certain targets 
took precedence of maintenance issues and “fake data was entered to circumvent 
the system”. This is illustrated clearly in the figure 3 below.

With a small investment, BP could have had an organisational management plan 
fed by supportive data that would most probably have provided sufficient risk 
management barriers., which could have risk managed these events.

We argue that this strategic combination of enabling capabilities provides 
organisations with unfair advantage, which week after week, month after month and 
ultimately in the long-term will improve organisational value.

Figure 3: The effects of asset related risk events on BP’s share price compared to that 
               of Chevron in the same period
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DRIVING BETTER DECISIONS THROUGH AN ISO 55000 ASSET 
MANAGEMENT SYSTEM

The purpose of the ISO 55000 standard was to establish guidelines for an asset 
management and asset management systems enabling organisation to align all 
systems, processes, technology and decision-making to achieving organisational 
objectives. 

Figure 4: The ISO 5500 Suite of Asset Management Standards

To date it is the fastest selling of all the ISO standards and has seen wide 
uptake across the world across numerous industries sectors as seen from 
Figure 5 on the next page. 

Early indications show that organisations especially in the utilities sector gain 
both short and sustainable long-term benefits.
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Figure 5: ISO 55000 Cetification per Industry Sector
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The ISO 55000 standard requires a strategic approach to asset management with 
the Strategic Asset Management Plan (SAMP) outlining the organisation’s approach to 
create asset management value. The SAMP is the main aligning backbone of 
ISO 55000. The SAMP is signed off by senior management and binds management to 
the support of the execution of the strategy. Within the SAMP there is the 
requirement to identify the key asset management stakeholders and their needs. 
When this is done properly the value needs of all stakeholders are clearly understood 
and aligned to the goals and outcomes of the asset management system.

Another important pillar of ISO 55000 is the development of individual asset 
management plans (AMPs) for key strategic assets.

These are individualised taking into consideration the planned life span of the 
individual assets providing a comprehensive view of both the tactical and strategic 
requirements of caring for the asset through its entire life. 

Developing AMPs has proven to be an extremely useful approach to asset care and 
many organisations are deriving significant contributions of value from better 
operational maintenance and strategic capital investment as directed by the AMPs. 

Vetasi’s experience is that the development and implementation of AMPs takes asset 
care and decision making surrounding the asset to a much higher and value adding 
domain. 

There are several other useful components of ISO 55000 that fall beyond the scope of 
this article that can be seen in the IS0 5500x Suite of AM Standards on page 7.

ISO 55000 brings together the best thinking and experience of asset management 
practitioners from around the world and by adopting ISO 55000 organisations 
embrace a discipline and structure for decision making which translates into 
long term value enhancement.  

These process oriented approaches to asset management can be further enhanced 
by the strides made in digital and technical developments.
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Big data, digitisation and the promise of a new future with interconnectivity between 
machines in the Internet of Things (IoT) are hot topics. However, when one digs around, 
the applications within asset management remain low. It is not because the premise 
is not real, but rather due to a range of barriers. 

These barriers include, but are not limited to:

• Starting digitisation projects without strategic alignment and understanding of the 
information based evidence required to manage risk and opportunity in the organisation. 

• The perception that incomplete data or data with potential errors/inaccuracies has 
no value. 

• The challenge of integrating and matching different data sets, probably in different data 
formats. Technical, operational and financial data are captured in different systems. 

• The lack of skills to work with big data. A poor conceptualization of what to do with 
the data and where value realisation lies. 

• Digitisation of existing and mature plants (e.g. oil refineries) is more problematic 
than in designing smart plants from scratch.

• Absent or inadequate processes which translate the data to information, knowledge 
and response protocols.

Whilst this promise of a new future has already resulted in the exponential growth of 
data generation, the advantages of big data based algorithms are still in most 
industries only in a first phase of unlocking value. Though the cost of collecting and 
housing data decreases, most companies are still feeling their way into the world of 
artificial intelligence and contextualising this learning into improved decision making.

The reality in asset management is that there has been a substantial accumulation 
of several forms of data in various data management systems for decades. 

There is real value from unlocking and understanding what is in that data. 

This remains however a daunting challenge for most organisations. Most will require 
assistance to effectively structure digitisation projects to ensure value delivery. 
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In the context of value addition or Asset Performance Management (APM), data can 
be directed:

1. To improve operational performance and
2. To focus investment planning. 

These two components will be dealt with separately below as they vary in scope and 
intent, supported by different methodologies and management philosophy.

The promise of integrating asset performance data into an aggregated platform 
allowing deeper and broader analytics has been around for some time. Real life 
experience is beginning to show some benefits of this approach. Many organisations 
have invested significantly without reaping the expected returns, in some instances 
viewing the benefits of investing in the digital world as overrated. 

However, the obstacles to benefit realisation have often more to do with uncoordinat-
ed internal processes within the firms and in other instances the firms/organisations 
simply do not have sufficient organisational and institutional maturity to unlock the 
benefits of improved APM. 

This unbalance can significantly be overcome by combining the implementation of 
ISO 55000 with a parallel investment in asset data analytics. 

Before embarking on any data project or investment, Vetasi proposes firms 
should consider the following 6 questions: 

1. Which question will be answered if we collect, analyse and understand this data?
2. Will it benefit the organisation if this specific question is answered?
3. Can this question really be answered by collecting, analysing and transforming this 

data, or does it require some additional data?
4. What needs to be done to get the data > information > decision > action cycle     

process in place?
5. What needs to be done with new insight to ensure the action creates the value 

delivery that is expected?
6. How can this process be accelerated and automated?

In answering these questions, a perspective about the value that can be added will 
evolve. Data investments and projects must have clear value targets. The following 
table summarises Vetasi’s experience:

1. Improved Operational Performance (Asset Performance Management)
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Modelling the assets within 
their organisational 
configuration.

Understanding risk and 
opportunity.

Driving reliability 
improvement.

Condition monitoring.

Improved energy and 
environmental planning and 
management. 
(Environmental Sustainability) 

Integrated planning.

Managed focussed 
improvement.

Improved management of 
financial outcomes.

Improved risk driven 
decision making.

Asset life cycle decision 
making.

Value realisation modelling. 

Organisational readiness. 

Competency development.

Translating the strategic 
plan.

The ability to form a clear understanding of assets on the ground. The 
ability to create a digital twin. Modelling age, usage, costs and condition for 
decision making. 

The identification, assessment and prioritization of risks followed by the 
coordinated and economical application of resources to minimize, monitor 
and control the probability and the impact of the risk. Understanding risk 
is also the gateway for exploiting opportunity.

This coordinates the set of activities, processes, skills, use of technology 
and methodologies, to ensure systems meet the reliability expectations 
to achieve business objectives. Improved understanding of failure modes 
through data sourcing and analytics improves asset maintenance tactics.

Improved multi variant inputs from both the asset and the production 
environment, providing a more accurate understanding of asset condition 
and the potential asset failure risk. 

Provides insights and analytics to support improved environmental 
sustainability. 

Planning across the entire organisational horizon in order to achieve the 
right product at the right time. 

More accurate targeted focussed improvement projects with improved 
outcomes. Solving the right problems more efficiently.

Using data to form knowledge which is applied to improved core activities 
such as budgeting, capital planning, and financial performance management.

Better understanding and modelling of asset risk and opportunity provides 
new value within the organisation while reducing value loss from 
unwanted risk events.

Evidenced based decision making balances short, medium and longer 
term decision making to ensure sensible and aligned cost of ownership.

The use of data to both model value benefits, and also to use better inputs 
to report more accurately on reality. 

Measuring the organization’s preparedness and shared resolve to 
implement a strategic change. It is a measure of a shared belief and 
collective capability to implement such a change, and a vital input for 
any strategic initiative. 

More accurate measure of real competency within the organisation 
aligning needs to organisational objective. This includes skills, competency 
and motivation.

The ability to coordinate the set of implementation actions that deliver the 
priority stakeholders’ expectations of value.

Target Area Potential Value
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Mature and far sighted organisations are increasingly investing in more scientific 
approaches to Asset Investment Planning. Asset Investment Planning deals with the 
use of investment funds to create the required capacity to meet the future strategic 
requirements of an organisation. (CAPEX as opposed to OPEX)

The decision regarding investment targets and feasibility within financial envelopes 
is a very complex challenge. It is strategic in nature and deals with future outcomes 
based on the best present day knowledge available. 

The opportunity of combining complex inputs into the decision-making process and 
rationalising the decision on the basis of best available knowledge, offers immense 
scope for value creation.

The process inevitably starts with a clear view of long term organisational strategic 
intent, reinforcing the argument for adopting an ISO 55000 approach which has this 
as a foundational requirement.

The development of data for asset investment planning should be based on 
specific data inputs from the individual assets, including:

• Available budget scenarios and constraints (most important)
• Nameplate data (asset ID)
• Age of asset
• Risk and operational context of the asset.
• Maintenance history, including  major repairs (faults)
• Performance and replacement costs
• Remaining life
• Repair & replace scenarios
• Future use requirements
• Environmental sustainability requirements/constraints

There are several mature asset investment support systems in the market, 
which have been tested and proven. Asset investment support systems like
IBM’s Maximo Application Suite help clear the fog of large amounts of 
accumulated data and transpose the best data into information and representations 
from which investment decisions can be made.

2. Improved Asset Investment Planning
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The goal of any management team is to create sustainable long-term value. 

This article puts forward the case that there is a good opportunity for creating such 
value from a targeted asset management investment approach. We argue that the 
combination of improving organisational asset management through the use of 
ISO 55000, combined with targeted use of information to answer specific questions 
provides great opportunities, for measurable value contribution. 

The question remains how this value is measured.

The best method for measuring overall organisational value is the metric of return 
on invested capital (ROIC). A good AM program will result in an increasing trend in 
ROIC, a downward trend value destruction and a flat trend a static situation. The 
ROIC value can be compared to industry and geographical benchmarks to ascertain 
whether the organisation is better or worse than the competition. (See page 15)

MEASURING VALUE FROM AN ASSET 
MANAGEMENT PERSPECTIVE
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Figure 6: Measuring Value from an Asset Management Investment
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NOPAT = Net Operating Profit After Tax

Practical real-life experience has demonstrated that this is the most appropriate 
metric because it is a reflection of pure value erosion or creation by a management 
team over time. An increasingly positive trend is what one is looking for here, as it 
consolidates all the various efforts of an organisation, from both an operational and 
capital deployment perspective. 

Periodic monitoring of ROIC (say every 6 months) allows organisations to 
understand value contribution and make the necessary strategic adjustment to 
ensure ongoing value contribution.
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Change is easy, but making sustainable change that positively creates value from an 
asset management investment is challenging. This article argues that the 
combination of a maturity improvement approach as encapsulated in ISO 55000 in 
combination with decisions founded on measurable data-based information, holds 
the best promise for value growth through asset performance management. 

We also argue that ROIC is the best measure for understanding the impact of an 
asset management approach and measuring ROIC regularly ensures that 
organisational value continues to increase, is sustainable over time and is 
measured by means of a strategic business indicator that has proven credibility.

The Maximo Application Suite builds on IBM’s decades of leadership in the 
asset and operations management space, providing a closed-loop model from 
capturing and analysing data to enabling prescriptive maintenance actions. 
It leverages IBM’s deep commitment to data science and AI at enterprise scale, 
as well as its recognized leadership in IoT platform, hybrid cloud, security and 
now digital twin technology. 

Maximo application suite can be deployed as an integrated EAM / APM suite 
or be a very effective APM solution integrating with the Plant Maintenance ap-
plication of your ERP system.

Vetasi, an IBM Gold Business Partner, has a track 
record of delivering solutions in over 36 countries, 
including industry-specific solutions and add-ons that 
bring more rapid ROIC for our customers. 

Over 36
countries

CONCLUSION
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Vetasi are both IAM accredited ISO 55 000 assessors and an IBM gold business 
partner, working across from seven Offices in the UK, West & East Europe, Africa and 
Asia Pacific regions. 

We believe that investments in technology to deliver value from physical assets 
are successful where there is alignment on what constitutes value on all levels in 
the organisation. 

We are prepared to challenge the status quo to ensure that value is delivered from 
both advisory and technology projects. We will work with you to understand the gaps 
in your asset management systems and develop a value-based delivery plan to 
significantly improve the value delivery from your physical asset investment.

Speak to our experts

ABOUT VETASI
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Sergey Sokhatskiy
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