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Asset management is interpreted very differently depending on utilities. Asset management is NOT one size fits all. Similarly, there are multiple strategies to implement an asset management program. Although there are multiple definitions of asset management, most asset management programs have a common objective to “A means of managing infrastructure to minimize the cost of owning and operating it, while delivering the service levels the customer desire.” 

Most utilities have been practicing elements of asset management. It may not be formally referred to as asset management but those practices are leading toward the development of a formal asset management program. This paper will present two completely different strategies of developing asset management programs. Both the case studies of two different strategies were equally effective in meeting their objectives and transforming the utilities to be asset management centric. We will present the case study of Sacramento Regional County Sanitation District, very large utility’s approach in developing an asset management program through a Strategic Asset Management Plan that took over 18 months and involved over 50 key stakeholders including board members, leadership team and senior staff. We will also share the case study of Central Marin Sanitation Agency, a small/mid size utility’s approach in initiating an asset management program through a minimal planning process and focused more on implementation. This effort took over 5 months and was on a shoe string budget. 

Which approach is better? Which approach is right for your utility? This paper introduces the two different approaches and discusses the benefits from each approach and lesson learned from the case studies.
Goliath’s Asset Management Approach – Sacramento Regional County Sanitation District
Utility: Sacramento County Regional County Sanitation District (SRCSD) and County Sanitation District – 1 (CSD-1), provide wastewater conveyance and treatment to 1.2 million customers in the Sacramento region.  
Goals: The Districts have identified an advanced Asset Management Program (AMP) as the most effective and proven means of meeting its organization goals of providing appropriate levels of service in the most cost effective manner.  In addition, there is the need to improve decisions regarding asset creation for a CIP estimated at over $1.5 billion.  The first stage of its AMP is the Strategic Planning Phase that was begun in June 2003 with consultant assistance. The Strategic Planning Phase encompasses the training and education of staff, the formation of AM working teams, an assessment of current asset management-related practices, a significant “visioning” process, and ultimately the formation of AM Strategic and Implementation Plans.

Approach: Strategic Asset Management Plan development that includes an agency tour, vision development and strategy development. 
Agency Tour:  As part of the visioning process, the District staff participated in a two-week agency tour of 12 Australian and New Zealand utilities to identify the AM best practices. These utilities are recognized as some of the top asset management practitioners in the world. The knowledge and experience obtained from this agency tour is allowing the SRCSD to confidently build and implement a sustainable AMP. This presentation will include highlights from the tour, including AM best practices and strategies to improve the effectiveness of the organization.

Asset Management Vision:  The District spent several months to establish and succinctly developed the following vision topics.
	Service Levels


	We will establish a clear and complete set of service levels reflecting the fundamental purposes of the Districts.

	Life Cycle View


	We will use life cycle cost analysis to consistently determine how best to spend our funds.

	Financial Outlook
	We will maintain sound financial programs by ensuring that revenue requirements are accurately forecasted.

	Risk
	We will actively utilize the principles of risk management in making decisions.

	Communications


	We will have open and frequent communications with the Boards of Directors, ratepayers, employees and other stakeholders.

	Data 


	We will base business decisions on data to minimize uncertainty and increase confidence in the directions of the organization.

	Employees


	We will make necessary investments in our employees to keep pace with change and allow employees to reach their potential in support of our business needs.


Strategic Asset Management Plan:  Implementation of these AM strategies is transforming the Districts into asset-centric organizations, leading to meeting customers’ expectations in the most cost effective manner, at an acceptable level of risk. The Districts have developed Asset Management Teams and Sub-teams that are developing the detailed strategies and tactical plans to support their AM vision. The team members are mix of various levels across the entire organization representing all functional areas of the Districts.  This paper will present the AM strategies that are being implemented across both Districts, and that are leading the Districts to become benchmark AM organizations. 
Results and Benefits: This Strategic Asset Management Program development project has aligned the utility’s asset management vision, strategies and tactical implementation plans. The Districts are confident that their implementation plans are consistent with industry asset management best practices. The Districts are proving that advanced AM practices are improving service and value to the customer.  
Who should consider this approach?: Regardless of size, utilities that are NOT aligned in their perspectives on how to define and implement asset management. Utilities that are very politically sensitive and require stakeholder buy in before implementing asset management. 
David’s Asset Management Approach – Central Marin Sanitation Agency
Utility: Central Marin Sanitation Agency (CMSA) is a joint powers agency formed by its member agencies which are special districts and municipalities in the Corte Madera, San Rafael and Ross Valley areas of central Marin County, California. CMSA operates the facility in San Rafael on a total budget of about 10 million dollars a year, are publicly-owned, publicly-operated, and treats on average about of 11 million gallons of sewage per day. CMSA is a relatively small utility with limited resources. 

Goal: Implementing asset management has been one of CMSA’s top priorities. The challenge is how does a small agency similar to CMSA implement a value added asset management program that is cost effective and sustainable with internal staff? CMSA is currently implementing a risk-based asset management program that will prioritize its investments to maximize its return on investments. The objectives of the asset management are to develop a realistic implementation plan and to acquire support from staff and the governing Board.
Approach: CMSA’s approach was to spend minimal effort on developing Strategic Asset Management Plan (SAMP) and emphasize more effort in the implementation of asset management elements. The SAMP includes tasks for current assessment, vision development, gap analysis, strategies development, and creating an implementation plan. Since CMSA is a small agency, it is vital to come up with strategies and an implementation plan that fits the organization. In working with the consultant, CMSA identified some of the following solutions to save money in implementing asset management:

· Collaborate with the consultant in planning and implementing

· Establish alignment early so implementation is more efficient

· Perform asset inventory and condition assessment internally with some guidance from the consultant

· Prioritize phased implementation based on risk

· Establish service levels and performance metrics 

· Focus only on assets that are critical to meet service levels

· Structure an organization that can effectively deliver results

· Train staff to sustain the program

· Outsource non core activities and focus on delivering core business
Results and Benefits: The minimum strategic planning effort aligned the utility’s asset management vision, strategies and tactical implementation plans. By collaborating with key staff in development of the implementation plan, it allowed staff to have more ownership in executing the plan. Immediate implementation of high priority asset management elements resulted in early gains. 
Who should consider this approach?: Regardless of size, utilities that are fairly well aligned and would rather invest their resources in implementing asset management elements to realize immediate value. 
Conclusion

Both these utilities have developed industry leading asset management programs through different approaches. Both have realized the benefits of asset management programs through their unique strategies and have incorporated asset management into their core business practices. This paper will present the two different strategies that have helped the utilities in starting up or advancing their asset management program. 
