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A food manufacturer is now taking full
advantage of its CMMS’s inventory man-
agement features and boasts the follow-
ing:

• Reduced downtime caused by part
shortages.

• Organized and bar coded parts.
• Quick and easy part searches and

retrievals.
• Automated parts replenishment

processes.
• Eliminated bottlenecks and redun-

dant inventory workflows.

However, the road to success was not
quick and easy. Throughout the years, the
company experienced many trials and
tribulations before achieving its goals.
Through patience, persistence, dedica-
tion to improvement, the help of top
management, a CMMS software package,
and assistance from a CMMS consulting
and training organization, the company
optimized its inventory management
practices.

Since 1996, the food manufacturer
had been identifying pieces of the mainte-
nance excellence puzzle. Even though it
already possessed many pieces of the puz-
zle, the company was not sure how to
make them all fit together. In 2003, upon
realizing that they could no longer
progress on their own, the food manufac-
turer called on a CMMS consulting and
service organization for help. This is the
story of how an established food manu-
facturer partnered with the consultant to
maximize its inventory management effi-
ciency and realize optimal operating
potential.

In 1996, the company purchased a
CMMS software package, for two reasons
beyond mere inventory control. The first
was to fulfill its maintenance manager’s
needs, and the second stemmed from
stricter government regulations. The
maintenance manager needed a tool to
help him track maintenance performed
on equipment. Stricter government regu-

lations originated from the EPA, who
required meter readings to be tracked on
anhydrous ammonia systems.

After purchasing the CMMS, the
food manufacturer’s usage of the software
was limited. The maintenance manager
began using the system to enter parts,
equipment, and cost center data. Addi-
tionally, he updated it with minimal work
order information once completed work
orders were received. Sometimes, com-
pleted work orders would have parts
information recorded on them; however
this information was meaningless because
the company did not manage its invento-
ry. Since the food manufacturer lacked
inventory management, it experienced
the following pains:

• Downtime
• Downtime was high due to part

shortages.
• Organization

• Parts were located in as many as
five different areas throughout
the plant.

• Spare parts were kept haphaz-
ardly in cabinets and on open
shelves.

• Maintenance technicians wast-
ed time looking for parts.

• Parts were often not labeled,
mislabeled, obsolete, or
unidentifiable.

• Purchasing
• Emergency purchase orders

were frequent and expensive.
• Automatic reordering capabili-

ties were not used.
• Ordering practices were loosely

defined, leading to incorrect
inventory levels.

• No one knew what items had
been or needed to be ordered.

• Receiving
• No one knew when items were

due to arrive or if they had
already been received.

• Parts were received into two dif-
ferent locations.

• Received parts were frequently
lost, resulting in unnecessary
and expensive reorders.

• Packing slips got lost.
• Part receipt verifications did

not occur.
• Control

• Access to parts was uncon-
trolled and open to everyone.

• Every one to two months, the
sanitation department moved
parts in order to clean shelves,
but did not return the parts to
their original location.

• Standard Operating Procedures
(SOPs)
• Data was unsearchable and

reports were unavailable
because procedures for creating
historical records for the follow-
ing processes did not exist:

• Part Check Outs/Returns
• Physical Inventories/Cycle

Counts
• Purchase Order Receipts
• Stock Adjustments

In summary, inventory management
was non-existent, parts were not orga-
nized, and maintenance technicians could
not find items necessary to complete their
work. The company had no definitive
goals to correct this situation, however, it
knew things had to change in order to
maximize maintenance efficiency, mini-
mize costs, and optimize growth.

An inventory management and
CMMS champion joined the food manu-
facturer’s team in November of 1997 to
oversee its technology efforts. Once on
board, he focused on technology to help
optimize the maintenance department’s
processes and procedures. He saw a need
to pay special attention to parts inventory.
The general manager supported his
efforts in this area.

The Persistent Road to Success In Inventory Management
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Within a month, the champion cre-
ated the following list of recommenda-
tions:

• Downtime
• Reduce downtime by eliminat-

ing part shortages.
• Purchasing

• Set up vendors in the CMMS
and list all items supplied by
each vendor.

• Use the CMMS to automatical-
ly generate purchase requisi-
tions for parts below minimum
stock level.

• Develop an interface to pass
purchasing receipts from the
CMMS to the food manufac-
turer’s accounting software.

• Receiving 
• Define a procedure ensuring

proper parts deliveries to the
maintenance department.

• Control
• Restrict access to parts.

• Standard Operating Procedures
(SOPs)
• Data

• Develop a naming conven-
tion for all parts.

• Devise a list of inventory
types to better classify
items.

• Create inventory records in
MP2 for all parts with the
following details:

• Item Number
• Description
• Inventory Type
• Quantity on Hand by

Location
• Substitute Parts 
• Minimum and Maxi-

mum Stock Level
• Activities

• Track all inventory transactions
in the CMMS.

• Perform a physical inventory
every six months.

• Hold maintenance accountable
for cleaning and maintaining
their area.

During the champion’s analysis of
part shortages, he learned that parts short-
ages caused significant equipment down-
time and emergency purchase orders.
Downtime stopped production and
emergency orders were frequent and
expensive, quickly adding up. Sometimes,
maintenance personnel placed emergency
orders for parts that were already in-

house, sitting on a shelf, but unable to be
found. When he analyzed how much
parts shortages hurt the company’s bot-
tom line, he made inventory management
his top priority.

The following events helped effect
change in the parts management process.
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Maintenance Records
Clerk (February 1998)

Action: Hire a maintenance records
clerk.
Reason(s): Reports were inaccurate,
incomplete, and useless because no
one was responsible for setting up,
maintaining, or entering data into
MP2. Therefore, decisions regarding
improvements were difficult to make
because data did not exist.
Result(s): The food manufacturer
makes decisions based on complete
and accurate data resulting in opti-
mal decision-making

CMMS Training (March
1998) 

Action: Purchase five days of CMMS
basic training.
Reason(s): No one knew how the
CMMS worked or how to set it up,
especially its inventory features, and

the new maintenance records clerk
needed to be up and running imme-
diately.
Result(s): Knowledge of the CMMS
and how to set it up was gained and
quickly put to use.

Naming Conventions
(March 1998) 

Action: Develop inventory and
equipment naming standards.
Reason(s): MP2’s inventory and
equipment data lacked standardiza-
tion, limiting consistency and ease of
use.
Result(s): Standardization makes
data consistent and MP2 easier to
use.

Data Collection (March
1998) 

Action: Start collecting inventory
data.

Reason(s): Inventory records needed
to exist in the CMMS in order to
build inventory history.
Result(s): Inventory history now
exists in CMMS.

Maintenance Stores
Room (June 1999)

Action: Construct a centralized
maintenance stores room.
Reason(s): Parts located in five differ-
ent areas throughout the plant need-
ed consolidation.
Result(s): All parts are stored in a
central maintenance stores room
minimizing part retrieval costs and
maximizing parts management effi-
ciency.

Maintenance Stores
Room Security (June
1999) 

Action: Purchase a swipe card system
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to control access to the maintenance stores room.
Reason(s): Every person and department had unlimited
access to parts.
Result(s): Access to the new maintenance stores room is lim-
ited and controlled.

Racks (September 1999) 
Action: Purchase inventory racks.
Reason(s): Means to store parts were needed.
Result(s): Parts were processed, organized, and put on
shelves.

Rack Numbering Scheme & Bins (Janu-
ary 2000)

Action: Develop a rack numbering scheme. 
Reason(s): Stock locations needed to be defined and identi-
fied.
Result(s): A rack numbering system was devised and labels
were applied to each stock location for quick and easy part
retrievals.

Bar Code Module (March 2000)
Action: Purchase CMMS’s add-on bar code module.
Reason(s): The ability to print bar code labels was needed
not only for printing labels, but also to prepare for the
implementation of a bar code solution.
Result(s): The bar code module allowed bar code labels to
be printed.

Part Labels (September 2000)
Action: Start applying bar code labels to parts.
Reason(s): Parts were not easy to identify.
Result(s): Labels clearly, completely, and easily communi-
cate part information and can be scanned using a bar code
scanner.

Bar Code Scanner (September 2000)
Action: Purchase a bar code scanner.
Reason(s): An easy way to track parts transactions was need-
ed.
Result(s): The scanner failed to interface properly with the
CMMS and the solution was not implemented.

P.O. Export (June 2001)
Action: Purchase a custom software interface to pass pur-
chasing receipts from the CMMS to the enterprise account-
ing system.
Reason(s): Purchase receipts were entered twice into two
disparate systems.
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Result(s): The software eliminated
double data entry and reduced the
time needed to pay invoices.

WebLink (June 2001)
Action: Purchase a CMMS add-on
for automating manual purchase
requests.
Reason(s): The company wanted to
automate manual purchase requests.
Result(s): WebLink allowed users to
electronically submit, review, and
approve purchase requests from their
workstation.

Parts Clerk (January
2002)

Action: Hire a parts clerk.
Reason(s): Someone needed to be
responsible for implementing the
parts management system by attend-
ing to it on a full-time basis and to
assist mechanics with finding parts.

Result(s): Part shortages and pro-
curement costs have been minimized
and parts are properly stored, man-
aged and tracked.

Inventory Web Query
(November 2005)

Action: Purchase a web-based inven-
tory query - a CMMS add-on.
Reason(s): An easier way to share
parts information was needed.
Result(s): Maintenance Technicians
quickly and easily find parts infor-
mation, including manufacturer part
number and stock locations, with the
help of IWQ.
Before the CMMS consultant
entered the picture in 2003, the food
manufacturer had been hard at work.
Parts were received, checked out, and
reordered, and the majority of these
transactions existed in the CMMS,
however, the company wanted to

further improve by:
• Implementing a bar code solution to

automate the following parts trans-
actions:
• Check-Outs
• Returns
• Physical Inventories
• Cycle Counts

• Performing its first physical invento-
ry.

• Automating manual purchase requi-
sitions with the CMMS.

In June of 2003, the food manufac-
turer contacted the CMMS consultant
for assistance. The CMMS consultant
met with the company to discuss the cur-
rent state of their CMMS and their inven-
tory management program. Their goals
were to optimize the CMMS and to get
inventory on-line as soon as possible in
order to perform its first physical invento-
ry. Later, the company showed the con-
sultant its non-working bar code
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solution. 

The consultant then demonstrated a different bar code solu-
tion. The food manufacturer was impressed because it had final-
ly found a bar code solution that worked and would help them
achieve its goals. Shortly thereafter, the company purchased the
new bar code system. That purchase was the beginning of mak-
ing the pieces of the puzzle fit together. 

THE MISSING LINKS
From the implementation of bar code solution until the end of
2004, the consultant helped the company identify and correct
the missing links of its inventory management practices.
Through brainstorming sessions, workflow analysis, and playing
detective, the consultant identified the following missing links:

• A Non-Working Bar code Solution
• Missing and Invalid Inventory Data
• Unidentified and Misplaced Parts
• Minimal End-User Product Knowledge of the CMMS

A NON-WORKING BAR CODE SOLUTION
The consultant assisted in implementing a new bar code system
quickly and easily by customizing the software and developing
SOPs to support the system. The consultant provided additional
assistance in determining who would be responsible for upload-
ing and processing data, training end-users, and determining a
go-live date.

MISSING AND INVALID INVENTORY DATA
During the initial meeting, the company told the consultant that
98 percent of its inventory existed in the CMMS. That was great
news, however, during the second meeting, it was discovered that
important information was missing from each record. Without
this information, the food manufacturer would not be able to
quickly and easily perform physical inventories or cycle counts or
use the CMMS to generate purchase requisitions electronically.
Additionally, it was determined that the inventory data needed
cleansing due to invalid and/or obsolete information. An action
plan to collect new data and to cleanse existing data was devel-
oped. The action plan contained milestones, tasks, and owner-
ship assignments with start and finish dates. After each visit, the
consultant produced a site report detailing the action plan in
addition to summarizing the activities that took place each day.
In subsequent visits, the group reviewed each site report to assess
action plan success. If the company did not hit its target dates,
action items were created to ensure project success.

UNIDENTIFIED AND MISPLACED PARTS
Further analysis by the consultant determined that it was advis-
able to perform a manual physical inventory prior to using the
bar code system to collect physical inventory data because physi-

cal part data did not match the CMMS data. Parts were found
that did not exist in the CMMS or in locations where they did
not belong. Therefore, using a bar code solution to collect data
not matching CMMS data would only cause more work. The
task of performing a manual physical inventory was added to the
action plan.

MINIMAL END-USER CMMS PRODUCT
KNOWLEDGE
The food manufacturer could not meet its objectives without
proper CMMS training. The training was delivered leaving the
users feeling comfortable and confident with the system.

SUCCESS
By the end of the 2004, the CMMS was optimal and inventory
was on line. The food manufacturer achieved its goals and is quite
proud of the following results:

Year Down Time (hours) Improvement
2000 16.0 hours/week n/a
2001 12.4 hours/week 23 percent
2002 10.4 hours/week 16 percent
2003 8.4 hours/week 19 percent
2004 7.8 hours/week 7 percent
2005 7.8 hours/week no change 
Today, the company continues its improvement efforts and

looks forward to automating its work order process with bar
codes for work orders eliminating manual data entry and ensur-
ing complete and accurate work order data for all planned and
unplanned work.

SUMMARY
The food manufacturer championed its goals by taking full
advantage of its resources. With top management support, a
CMMS software package, help from an outside consulting com-
pany, patience, persistence, and dedication to improvement, the
company achieved its desired goals.

Additionally, the approach it took towards change was
smart. If end-users were not taking ownership of a process
change, then the speed of the change was reduced. Sometimes a
process had to be repeated to ensure that end-users were com-
fortable in using the system. Additional team meetings were held,
more discussions took place, and additional training was sched-
uled until all end-users felt comfortable and confident and they
could then take ownership of the change. 

Ruth Olszewski is the president and founder of CMMS data group.
She has published various articles on maintenance excellence. Her
areas of expertise include software,  software training and implemen-
tation, project and operations management, and benchmarking. 
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