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Certitude Group Experience

Certitude Group, Inc. is a multinational consulting firm that helps its clients 
improve bottom line results. It pioneered Enterprise Performance Optimization 
and value modeling which helps business leaders develop successful strategies 
based on analyses of complex scenarios in real time. These models combine 
operational and financial data to provide managers with tools to make better 
business decisions that improve profitability and EBITDA.

Understanding how complexity kills profits, Certitude analyzes the specific sources 
of complexity and develops business model and process improvements that 
optimize supply and demand chain networks, reduce costs, determine optimal 
asset utilization, and increase employee engagement. Certitude’s MOS is a set of 
processes that drive action that aligns functions with business objectives. The MOS 
processes involve a multidisciplinary approach that assigns responsibilities and 
accountabilities and uses periodic reporting to continually evaluate results.

Certitude focuses its analytics on programs that identify and promote the behavioral 
and organizational changes necessary for continuous improvement. The profitability 
and success of an organization depends not only on efficient and effective operating 
systems but also on the productivity and engagement of employees at every level. 
A pioneer in optimizing enterprise performance and asset availability through the 
insightful analysis of big data, Certitude simultaneously attacks the internal and 
external sources of complexity that erode asset effectiveness and profitability.

Through our experience we know that most manufacturing operations, including 
refineries, have similar weaknesses. Our clients often have some combination of 
the following issues that negatively impact their performance:

•	  Lack of adequate maintenance planning resulting in unnecessary outages. 

•	  Key Performance Indicators (KPIs) that are often not understood at the 
plant or unit level and not connected to major decision points. 

•	  Underutilization of labor — frequently less than the minimum acceptable 
65% “hands on” direct work. This situation is allowed to persist because:

 °  Management blames union rules and fails to take positive actions.
 °  The ties between labor utilization and asset reliability are not recognized.
 °  Management erroneously believes that labor is only a small 
percentage of cost. 

•	  Lack of a long-term strategic plan to replace the short-term financial focus 
that often destroys value and profitability over time. 

•	  Absence of an analytics-based culture that could prevent many equipment 
failures, process interruptions, and other causes of disruption.
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•	  Ineffective inventory control frequently resulting in too large a quantity of 
some items and an insufficient supply of other items. 

•	  Inadequate planning and processes, poor communications and band-aid 
responses to “emergencies” created by the lack of long-term forecasting 
and scheduling.

Certitude helps clients both measure and manage manufacturing process and 
production assets to achieve higher level performance specifically by:

•	  Implementing and integrating planning, maintenance/operations work 
practices, processes and systems that focus on uptime performance. 

•	  Process standardization and documentation that promotes consistency  
and accountability. 

•	  Building and implementing integrated performance metrics that coordinate 
all functions. 

•	  Training and coaching staff to establish new behaviors focusing on 
accountability, planning, scheduling, work management and “best 
practices” for cost and quality. 

•	  Helping staff understand how to diagnose problems and analyze issues  
for root causes. 

•	  Making the changes sustainable so that peak performance is an  
ongoing focus.

Through this approach, Certitude discovers opportunities to improve organiza-
tional operations, including supply and demand chain management, logistics, 
pricing infrastructure, risk management, and customer and sales strategies. 

Certitude’s clients include Fortune 500 companies and global giants such as 
Bayer, BP, Chevron, Ingersoll, PPG and PolyOne.

Methodology

Prior to beginning any engagement we mutually agree the scope, approach, 
and timing with our client sponsors. Our years of experience in operations 
has led us to conclude that many operational issues have root causes that 
lie in seemingly unrelated areas of the business. For example, Customer 
Service changes a delivery commitment that disrupts the production schedule 
preventing the Maintenance Technicians from doing a scheduled PM… Simple, 
seemingly unrelated actions can ultimately result in an asset reliability issue.

That is why we strongly recommend utilizing our Value Modeling techniques 
to frame operations improvement initiatives. Value Modeling reveals where 
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customers and products create and destroy profit. Our clients sometimes elect 
to modify their business “footprint” as a first step to Operations Excellence or 
Asset Availability. Discarding unprofitable business or making it profitable can 
have a significant impact on the requirements placed on production personnel 
and assets, and therefore any improvement initiatives in this area.

Understanding how complexity can negatively impact performance, Certitude 
analyzes the specific sources of both internal and external complexity in each 
client’s organization. Certitude employs a rigorous methodology starting with 
detailed analysis sales transactions. With an understanding of customer and 
product transactional profitability, operational targets can be prioritized. Merging 
data from the numerous databases that companies generally use for individual 
functions such as marketing, sales, logistics, accounting and human resources 
departments, Certitude uses big data to create the transparency necessary to 
determine the best sources of asset leverage. Our proprietary approach is geared 
to optimize financial performance of assets, and ultimately return on capital.

We use a collaborative approach that focuses on our clients’ current practices 
and business priorities. We start most engagements with an initial phase of 
work (measured in weeks), partnering with client teams to determine potential 
opportunities and the current operational level. Client organizations are assessed 
against our database of manufacturing clients, and our intimate knowledge of 
best practices and management approaches. 

We partner with our clients to help them achieve significant performance 
improvements by:

•	  Assessing the current operations and jointly defining an asset strategy that 
sequences and “optimizes” improvements. 

•	  Identifying specific actions that create value for the organization. 

•	  Assisting our clients to more accurately forecast demand. 

•	  Designing a transformation path to achieve the agreed upon asset strategy 
and installing a tailored Management Operating System (MOS) that enables 
continuous business improvement.

The MOS is the logical result of the data analysis with management processes, 
interpretation, and future scenario selection. Certitude often designs two 
integrated MOS plans: one to manage sales, marketing and pricing and a second 
for operations. The MOS is based on the principle of plan, do and review with 
frequent evaluations that enable quick and effective revisions if necessary. 

As a primary tool for implementing the strategies and tactics described in the 
preferred scenario, the MOS provides a multidisciplinary approach that aligns functions 
with business objectives by assigning responsibilities and accountabilities with periodic 
reporting to continually evaluate results. The MOS forms the basis of the behavioral 
changes needed to achieve the agreed upon organizational goals and provides the 
feedback necessary to determine the success of each aspect of the program.
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Representative Projects

VALUE MODELING PROJECTS
Typical manufacturing clients have annual revenues between $500 million 
and $100 billion, with earnings and capital ratios of less than 10%. These 
organizations are often in industries which are experiencing significant 
marketplace changes and most have previously implemented cost reduction 
measures. Certitude has achieved notable success with these businesses. Where 
Certitude deploys it’s Value Modeling approach, increases in earnings and capital 
ratios generally range from 10% to 300% within 12 to 18 months. Financial 
improvements are usually measured by EBITDA and ROCE. Following are some 
projects that illustrate representative results:

•	  Architechural Glazings 
A $15 billion coatings and specialty products company wanted to optimize 
its pricing strategy to improve the profitability of its performance glazing 
division. The division had sustained a sharp sales decline as a result of the 
recession in 2008. Certitude conducted a performance optimization project 
that resulted in an annualized cost savings of over $70 million and a more 
than 400% increase of ROC in a three-year period. 

•	  Global Lubricants Manufacturer 
The $4 billion division of a major oil company provided 30,000 SKUs to 
20,000 customers while delivering only breakeven performance. As a result 
of this project, the company realized more than a $200 million increase in 
operating earnings within one year through increasing prices an average of 
127% and decreasing costs by more than 30%. 

•	  Plastics Manufacturer 
A major division of a billion dollar global plastics manufacturer was 
consistently losing money. It was saddled with too many legacy products 
from several previous mergers and 50 offices around the world that 
operated mainly as separate fiefdoms. Certitude worked with leadership 
to transform the division from a performance laggard to a performance 
leader. Five years after instituting the Value Model, the division continues to 
experience superb results. The division contributes over $500M to corporate 
profit, and ROCE improved from 8% to over 20%. With a new emphasis on 
customer profitability, the sales people became profit centers instead of 
money losers.

FOCUSED ISSUE ENGAGEMENTS
Certitude also provides more targeted support for specific initiatives where the 
business Leadership has already determined the general course of action but is 
interested in utilizing our experience to minimize elapsed time and rework while 
maximizing sustainability and value delivery. Here are some examples of how 
Certitude engages in highly focused problem solving for clients:
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•	  Oil Refining 
A $30 billion revenue operator was suffering from inadequate asset 
availability due to poorly conceived and executed preventive maintenance 
that resulting in excessive emergency outages and repairs. Certitude 
analyzed the situation utilizing it’s Assessment & Design process and tools 
to identify maintenance process discipline as the root cause. Simplified 
maintenance and operator case processes and streamlined MMS 
interfaces were designed and installed to improve the effectiveness of the 
Maintenance organization. Half of the system generated PM’s were deleted 
due to lack of impact on asset reliability. Manitenance backlog was reduced 
from months to less than 10 days. Emergency failure work was reduced by 
50% and refinery throughput was increased by 4.5%. 

•	  Global Pharaceuticals 
A $60 billion revenue pharmaceutical company had a mammoth research 
and development organization that was seemingly unable to deliver high 
quality research on schedule. Inability to control variables, contaminants, 
and ineffective measurement resulted in an unacceptable number of 
vavarium experiments failing to complete per design. The project delivered 
redesigned operating practices and discipline, maintenance procedures, 
and training. Research failures were reduced by 55% through improved 
planning and execution of asset maintenance plans between experiments 
and more predictable rapid response to failures. 

•	  U.S. Naval Shipyards 
The fabrication shops and dry dock operations in this U.S. Navy shipyard 
were too unreliable to meet the Navy’s rigourous ship refit schedule. The 
MMS was filled with work orders, some system generated and others 
requisitioned by operations. Unfortunately the backlog was so huge that 
the work orders were meaningless. Maintenance work was prioritized 
by “today’s emergency” and firefighting was the norm. Preventive and 
Predictive Maintenance practices and training were delivered. Within 
several months the work order backlog was cleaned up and reduced from 
13 months to 6 weeks. Waiting time for ships at piers was reduced by 15%. 
Finally, direct costs were reduced by 3.5% or $25M annually.  

INDUSTRIES
Certitude specializes in providing consulting services to the following industries:
•	 Chemicals
•	 Oil & Gas: Upstream, Midstream, Downstream 
•	 Discrete Manufacturing
•	 Mining
•	 Pharmaceutical
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SERVICES
Certitude consultants have a diversity of talents and backgrounds with signifi-
cant practical experience in the disciplines in which they specialize. This talent-
ed global team brings experience and expertise in all functional areas including:

Commercial Management
•	 Sales effectiveness
•	 Key account planning
•	 Channel effectiveness
•	 Pricing strategy
•	 Product management
•	 Deal management
•	 Product lifecycle
•	 Performance management

Operations
•	 Process & Procedure Standardization
•	 Training
•	 Routes
•	 Technical tool use (RCM, Wiebull analysis, etc.)
•	 Total productive maintenance
•	 Forecasting, Planning & Scheduling
•	 HSE training & regulatory compliance

Reliability Engineering / Maintenance
•	 Time on tools & productivity analysis
•	 Total productive maintenance 
•	 Root cause failure analysis (RCFA)
•	 Planning and scheduling
•	 Teamwork with operations
•	 Computerized Maintenance Management System utilization
•	 Failure Mode Effects Analysis (FMEA)
•	 Turnaround planning & management

Warehousing / MRO
•	 Parts & availability
•	 Critical spares identification & management
•	 Inventory Accuracy
•	 Procurement
•	 Training
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Principals

Roger Kellett, a founder and Managing Director of Certitude, has over twenty 
years of experience in developing sustainable transformational programs that 
build organizational alignment and drive activities that increase profitability 
and ROI. His keen analytical insights and acumen result from his hands-
on experience with all business functions. He is skilled at translating 
complex business issues into practical solutions and building organizational 
alignment and employee engagement at all levels. Recognized for his change 
management expertise and ability to create and implement strategic plans, 
Kellett enables his clients to achieve optimal operational effectiveness and 
realize their financial objectives.

Roger earned both his Bachelors degree and Masters degrees in Industrial 
Engineering from Texas A&M University. He is a registered Professional 
Engineer in Texas.

Charles Spillman has over twenty-five years experience in consulting and 
facilities management with projects including maintenance enhancement; 
integrated and activity based costing systems; and productivity/scheduling 
improvement programs. He has teaching credentials with the Departments of 
Navy, Army and Energy, teaching Reliability Practices, Change Management 
and Management for Engineers. His client base includes Military and Industrial 
sectors: refining and petrochemicals, pulp & paper, primary metals, mining, 
food service, engineering, automotive stamping and assembly, software 
development, clerical, distribution, custom fabrication, and others.

Ralph Tileston has over twenty-five years experience at various management 
levels in the military, construction and consulting businesses. He has 
reorganized service supply networks, outsourced inventories and processes, 
improved customer service, and developed and installed supplier management 
processes in a variety of industries. As a Project Manager, Ralph has led 
analysis and implementations with strategic and tactical responsibilities. As a 
seasoned maintenance and reliability trainer, he has led Lean implementations 
and numerous business improvement projects.

Ralph earned his Bachelor’s of Arts degree in Business from Belmont 
Abbey College and his Masters of Business Administration from Lake Forest 
Graduate School. He is a contributing member of the Society of Maintenance 
and Reliability Professionals (SMRP). He is retired from the U.S. Air Force in 
logistics and air transportation. He is certified as a CMRP (Maintenance and 
Reliability Professional).



William Bath is a seasoned business professional with deep experience in 
strategy development; manufacturing operations, supply chain, and health-
safety-environmental excellence.  He has built his consulting career on 10 
years of industry experience in functional management, strategic analysis, 
and tactical execution.  William has an established track record of developing 
and delivering high value projects and business cases for our clients.  He has 
experience in heavy manufacturing, process and refining, and technology.  
As a plant General Manager for Scott Health & Safety, a Tyco company, he 
implemented major improvements to operations through Lean and Flexible 

manufacturing techniques.

William earned a Bachelor of Science in Electrical 
Engineering from Duke University and a MBA from the 
University of Michigan Ross School of Business.  He is also a 
recognized Fellow at the Tauber Manufacturing Institute. 

For further information, contact:

ROGER KELLETT
Managing Director
Certitude Group, Inc.
Email: info@certitudegroup.com
www.certitudegroup.com

info@certitudegroup.com
www.certitudegroup.com
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