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• What does it really take to optimize preventive maintenance at a 
complex LNG facility? In this joint session, we reveal how a structured 
approach grounded in industry best practices helped improve 
preventive maintenance at PERU LNG, the first LNG export facility in 
South America. With rare transparency, we share key lessons learned, 
challenges overcome, and practical strategies for maintenance 
leaders looking to boost efficiency, safety, and performance.
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MaxGrip Helps Your Plant Run Better

We connect people and tech in 
FMCG, Oil & Gas, Chemical, Power & 

Utilities and manufacturing

Domain expertise with experience in 
organizational change

Independent consultancy firm in 
Asset Performance Management 

since 1997



Peru LNG

• PERU LNG is the owner of the first natural gas 
liquefaction plant in South America with a nominal 
capacity of 4.4 million tons of LNG per year.

• PERU LNG’s Plant is operated by Hunt LNG 
Operating Company.

• Opportunity discovered during Hunt LNG’s 
effectiveness benchmark study 

• PMO Project objective is to review and optimize 
your maintenance strategies to increase 
maintenance efficiency 

• Two phased approach 



Project Motivation

• Streamline the process

• Centralized data

• Optimize maintenance, continuous improvement

• Safety and Compliance control

Benefit: 

Enhance transparency and improve data-driven decisions across operations. Identify 
inefficiencies and optimize performance, leading to cost savings
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PMO Program Objectives Phase 1 

Step 5

Establish 
Hunt LNG 

task list 
library by 

Object type

Step 4

RCM 
opportunities 

for CBM

Step 2

Maintenance 
strategy 
updates

Step 3

Performance 
standards 
updates

Step 1

 Asset data 
quality 
review
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PMO Phase 1 Deliverables

Hunt’s Optimized 
Maintenance Task Library

Step 5 
SAP PM alignment and 

optimization

SAP Task list Import 
templates

Step 1
 Asset data quality 

review

Hunt LNG Standardize Asset 
Mater Data Policy

SAP Deployed FLOCs

Step 4
RCM - reliability centered 

maintenance

MaxGrip Reliability Strategy 
Library

Hunt RCMs

Step 2
Maintenance strategy 

updates

MaxGrip Reliability Strategy 
Library

Hunt PM Workplans

Hunt’s Optimized Maintenance Task Library

Step 3
Performance standards 

updates

MaxGrip Reliability Strategy 
Library

Hunt SCE Workplans



What it really takes to execute PM optimization at a live LNG facility

Key Realities Faced:

• Live Operations Pressure: Optimization had to occur without disrupting critical LNG operations.

• Team Misalignment: Initial disconnect between MaxGrip and Hunt team.

• Phase 1 vs. Phase 2: Phase 1 lacked full engagement; Phase 2 saw a dedicated team emerge to support the 
initiative.

Execution Essentials:

• Cross-functional Collaboration: Required deep involvement from both client and consultant sides.

• Effort Visibility: Teams needed to understand the scope and depth of work—not just the deliverables.

• Operational Integration: Optimization had to be embedded into daily routines, not treated as a side project.

“Planning was easy—getting everyone to move in sync was the real challenge.”



Lessons Learned – Culture, Data & Communication

Cultural & Organizational Challenges:
• Resistance to change and legacy practices.
• Need for a shared language and clear definitions of technical terms 
and PMO structure.
• Building trust across Hunt and MaxGrip teams.

Data & Change Management Hurdles:
• Change fatigue—teams overwhelmed by simultaneous initiatives.
• Importance of phased implementation and visible wins.

Resource & Communication Alignment:
• Competing priorities across departments.
• Limited availability of SMEs and planners.
• Solution: Structured governance, weekly syncs, and role clarity.
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Step 1

Update SCE 
performance 

standards

Step 4

SAP 
Implementation 

support

Step 2

Deploy PM 
packages

Step 3

Preventive 
maintenance 

workload 
leveling 

PMO Program Objectives Phase 2 

SAP 
Implementation 

Support



Goal of Phase 2 Implementation

SAP Task list 

Deploy Task lists to FLOC in SAP
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PMO Phase 2 Improvements 

• Leveraged Phase 1 Task List Library to further optimize with equipment-specific 
details aligned with actual plant practices

• Developed custom SAP solutions to support massive PM upload or flexible 
scheduling (Z-transaction)

• Introduced intelligent scheduling logic — triggering PMs based on last Work Order 
execution for more realistic maintenance cycles.

• Standardized PM structure and naming across the plant, ensuring clarity, 
consistency, and easier SAP data interpretation.



Standardization of Task Lists, PMs, and M-Items

Element Example Logic

PM # T040TXFT1001
T = Train • 040 = Unit 4000 • TXFT = Flow 
Transmitter • 1001 = Sequential count

M-Item (Work Order) 3A,MEC,INSP TX FT-113025
3A = Frequency • MEC = Discipline • INSP 
TX FT = Activity + Equipment Tag

Problem:
Task List Groups, PMs, and M-Items were not standardized across the plant, making SAP data difficult to interpret.

Solution:
Established a unified structure for all maintenance plans, creating a clearer and more consistent framework that reflected the 
plant’s real configuration and operational nuances.

Result: 
Consistent structure across SAP, easier search and reporting, and improved traceability.



Workload leveling
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Pusher Kiln

LINE WASTE SHUTDOWN HOURS Instrumentation

SHUTDOWN HOURS Mechanical

ELECTRICAL HOURS Electrical

CONTRACTOR HOURS Operator

TOTAL MANHOURS 60 21 81 13 1

PT-000001 Monthly Pressure transmitter Preventive Maintenance (PM) Transmitter 12-PT-12300 C - Manageable On the run Monthly 1 0.5 0.5 12.0 6.0 M 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5

PT-000001 Monthly Pressure transmitter Preventive Maintenance (PM) Transmitter 12-PT-12301 C - Manageable On the run Monthly 1 0.5 0.5 12.0 6.0 M 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5

PT-000001 Monthly Pressure transmitter Preventive Maintenance (PM) Transmitter 12-PT-12004 B - Undesirable On the run Monthly 1 0.5 0.5 12.0 6.0 M 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5

PT-000001 Monthly Pressure transmitter Preventive Maintenance (PM) Transmitter 12-PT-12329 C - Manageable On the run Monthly 1 0.5 0.5 12.0 6.0 M 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5

PT-000001 Monthly Pressure transmitter Preventive Maintenance (PM) Transmitter 12-PI-12005 (SHOULD BE B - Undesirable On the run Monthly 1 0.5 0.5 12.0 6.0 M 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5

PT-000003 Semi-Annual Pressure transmitter Preventive Maintenance (PM) Transmitter 12-PT-12002 C - Manageable Shutdown Semi-annually 1 0.5 0.5 2.0 1.0 S 0.5 0.5 0.5

PT-000003 Semi-Annual Pressure transmitter Preventive Maintenance (PM) Transmitter 12-PT-12003 C - Manageable Shutdown Semi-annually 1 0.5 0.5 2.0 1.0 S 0.5 0.5 0.5

PT-000003 Semi-Annual Pressure transmitter Preventive Maintenance (PM) Transmitter 12-PT-12008 C - Manageable Shutdown Semi-annually 1 0.5 0.5 2.0 1.0 S 0.5 0.5 0.5

PT-000003 Semi-Annual Pressure transmitter Preventive Maintenance (PM) Transmitter 12-PT-12009 C - Manageable Shutdown Semi-annually 1 0.5 0.5 2.0 1.0 S 0.5 0.5 0.5

PT-000003 Semi-Annual Pressure transmitter Preventive Maintenance (PM) Transmitter 12-PT-12004 B - Undesirable Shutdown Semi-annually 1 0.5 0.5 2.0 1.0 S 0.5 0.5 0.5

PT-000003 Semi-Annual Pressure transmitter Preventive Maintenance (PM) Transmitter 12-PI-12005 (SHOULD BE B - Undesirable Shutdown Semi-annually 1 0.5 0.5 2.0 1.0 S 0.5 0.5 0.5

PT-000003 Semi-Annual Pressure transmitter Preventive Maintenance (PM) Transmitter 12-PT-12300 C - Manageable Shutdown Semi-annually 1 0.5 0.5 2.0 1.0 S 0.5 0.5 0.5

PT-000003 Semi-Annual Pressure transmitter Preventive Maintenance (PM) Transmitter 12-PT-12301 C - Manageable Shutdown Semi-annually 1 0.5 0.5 2.0 1.0 S 0.5 0.5 0.5

PT-000003 Semi-Annual Pressure transmitter Preventive Maintenance (PM) Transmitter 12-PT-12329 C - Manageable Shutdown Semi-annually 1 0.5 0.5 2.0 1.0 S 0.5 0.5 0.5

PT-000002 Annual Pressure transmitter Preventive Maintenance (PM) Transmitter 12-PT-12002 C - Manageable Shutdown Annually 1 0.5 0.5 1.0 0.5 A 0.5 0.5

PT-000002 Annual Pressure transmitter Preventive Maintenance (PM) Transmitter 12-PT-12003 C - Manageable Shutdown Annually 1 0.5 0.5 1.0 0.5 A 0.5 0.5

PT-000002 Annual Pressure transmitter Preventive Maintenance (PM) Transmitter 12-PT-12008 C - Manageable Shutdown Annually 1 0.5 0.5 1.0 0.5 A 0.5 0.5

PT-000002 Annual Pressure transmitter Preventive Maintenance (PM) Transmitter 12-PT-12009 C - Manageable Shutdown Annually 1 0.5 0.5 1.0 0.5 A 0.5 0.5

PT-000002 Annual Pressure transmitter Preventive Maintenance (PM) Transmitter 12-PT-12004 B - Undesirable Shutdown Annually 1 0.5 0.5 1.0 0.5 A 0.5 0.5

PT-000002 Annual Pressure transmitter Preventive Maintenance (PM) Transmitter 12-PI-12005 (SHOULD BE B - Undesirable Shutdown Annually 1 0.5 0.5 1.0 0.5 A 0.5 0.5

PT-000002 Annual Pressure transmitter Preventive Maintenance (PM) Transmitter 12-PT-12204 C - Manageable Shutdown Annually 1 0.5 0.5 1.0 0.5 A 0.5 0.5

PT-000002 Annual Pressure transmitter Preventive Maintenance (PM) Transmitter 12-PT-12300 C - Manageable Shutdown Annually 1 0.5 0.5 1.0 0.5 A 0.5 0.5

PT-000002 Annual Pressure transmitter Preventive Maintenance (PM) Transmitter 12-PT-12301 C - Manageable Shutdown Annually 1 0.5 0.5 1.0 0.5 A 0.5 0.5

PT-000002 Annual Pressure transmitter Preventive Maintenance (PM) Transmitter 12-PT-12329 C - Manageable Shutdown Annually 1 0.5 0.5 1.0 0.5 A 0.5 0.5

AE-000005 Daily Gas analyzer  Operator rounds Gas Analyzer 12-AE-76173 A - Unacceptable On the run Daily 1 0.5 0.5 365.0 182.5 D 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5
AE-000004 Semi-Annual Gas analyzer Calibration Gas Analyzer 12-AE-76173 A - Unacceptable Shutdown Semi-annually 1 2.0 2.0 2.0 4.0 SA 2.0 2.0 2.0

AE-000004 Semi-Annual Gas analyzer Calibration Gas Analyzer 12-AE-76136 A - Unacceptable Shutdown Semi-annually 1 2.0 2.0 2.0 4.0 SA 2.0 2.0 2.0

AE-000004 Semi-Annual Gas analyzer Calibration Gas Analyzer 12-AE-76137 A - Unacceptable Shutdown Semi-annually 1 2.0 2.0 2.0 4.0 SA 2.0 2.0 2.0

AE-000004 Semi-Annual Gas analyzer Calibration Gas Analyzer 12-AE-76172 A - Unacceptable Shutdown Semi-annually 1 2.0 2.0 2.0 4.0 SA 2.0 2.0 2.0

AE-000004 Semi-Annual Gas analyzer Calibration Gas Analyzer 12-AE-76174 A - Unacceptable Shutdown Semi-annually 1 2.0 2.0 2.0 4.0 SA 2.0 2.0 2.0

AE-000004 Semi-Annual Gas analyzer Calibration Gas Analyzer 12-AE-76175 A - Unacceptable Shutdown Semi-annually 1 2.0 2.0 2.0 4.0 SA 2.0 2.0 2.0

AE-000006 Annual Gas analyzer Bump Test and Visual inspection (CBM) Gas Analyzer 12-AE-76173 A - Unacceptable Shutdown Annually 1 1.0 1.0 1.0 1.0 A 1.0 1.0

AE-000006 Annual Gas analyzer Bump Test and Visual inspection (CBM) Gas Analyzer 12-AE-76136 A - Unacceptable Shutdown Annually 1 1.0 1.0 1.0 1.0 A 1.0 1.0

AE-000006 Annual Gas analyzer Bump Test and Visual inspection (CBM) Gas Analyzer 12-AE-76137 A - Unacceptable Shutdown Annually 1 1.0 1.0 1.0 1.0 A 1.0 1.0

AE-000006 Annual Gas analyzer Bump Test and Visual inspection (CBM) Gas Analyzer 12-AE-76172 A - Unacceptable Shutdown Annually 1 1.0 1.0 1.0 1.0 A 1.0 1.0

AE-000006 Annual Gas analyzer Bump Test and Visual inspection (CBM) Gas Analyzer 12-AE-76174 A - Unacceptable Shutdown Annually 1 1.0 1.0 1.0 1.0 A 1.0 1.0

AE-000006 Annual Gas analyzer Bump Test and Visual inspection (CBM) Gas Analyzer 12-AE-76175 A - Unacceptable Shutdown Annually 1 1.0 1.0 1.0 1.0 A 1.0 1.0

AE-000007  2yrs Gas analyzer Sensor replacement (PM) Gas Analyzer 12-AE-76173 A - Unacceptable Shutdown 2 Years 1 2.0 2.0 1.0 2.0 A 2.0 2.0

AE-000007  2yrs Gas analyzer Sensor replacement (PM) Gas Analyzer 12-AE-76136 A - Unacceptable Shutdown 2 Years 1 2.0 2.0 1.0 2.0 A 2.0 2.0

AE-000007  2yrs Gas analyzer Sensor replacement (PM) Gas Analyzer 12-AE-76137 A - Unacceptable Shutdown 2 Years 1 2.0 2.0 1.0 2.0 A 2.0 2.0

AE-000007  2yrs Gas analyzer Sensor replacement (PM) Gas Analyzer 12-AE-76172 A - Unacceptable Shutdown 2 Years 1 2.0 2.0 1.0 2.0 A 2.0 2.0

AE-000007  2yrs Gas analyzer Sensor replacement (PM) Gas Analyzer 12-AE-76174 A - Unacceptable Shutdown 2 Years 1 2.0 2.0 1.0 2.0 A 2.0 2.0

AE-000007 2yrs Gas analyzer Sensor replacement (PM) Gas Analyzer 12-AE-76175 A - Unacceptable Shutdown 2 Years 1 2.0 2.0 1.0 2.0 A 2.0 2.0

MTR-000048 Daily Motor Operator Round Motor 12-MTR-12511 C - Manageable On the run Daily 1 0.5 0.5 365.0 182.5 D 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5 3.5

MTR-000047 Quarterly Motor Condition-based maintenance (CBM) Motor 12-MTR-12511 C - Manageable On the run Quarterly 1 2.0 2.0 4.0 8.0 Q 2.0 2.0 2.0 2.0 2.0 2.0

MTR-000049 1yr Motor Preventive Maintenance (PM) Motor 12-MTR-12511 C - Manageable Shutdown Annually 1 2.00 2.00 1.00 2.00 A 2.0 2.0

EQP-000052 Daily Push Arm Operator Rounds Pusher Arm 12-EQP-12511 C - Manageable On the run Daily 1 1.0 1.0 365.0 365.0 D 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0 7.0

PdM Actual

• FLOC
• PM Activity 
• Maintenance Frequency of occurrence
• Total Manhours per Discipline
• Resource availability per Discipline 

• Calculate Next start date
• Run Python script to (identify overload)
• Re-distribute load by adjusting next start 

data 



Key Results  – Potential Value Added
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Object Type

FANS

COMPRESSORS

MIXERS

….

Failure Mode Task Name Task Description PMO 
Electrical motor abnormal vibration, noise, high temperatureVibration Monitoring Online Fan motor vibration monitoring***If applicable***Add

Broken Belts on Fin Fan Coolers Visual Inspection Routine visual inspection looking for abnormal sounds or abnormal vibration on belts (belt loose)Keep

Electrical motor high vibration (Stop recommended)Temp Monitoring Temperature monitoring (bearing side) Keep

 Motor bearing failure Visual Inspection Visual inspection (Including abnormal noise/smell)Modify

Belt broken/Pulley Visual Inspection Fan and motor mechanical visual inspection Modify

Vibration Vibration monitoring Vibration monitoring using handheld if online monitoring not availableKeep

Broken Belts on Fin Fan Coolers Belt Replacement Replace fan belt (based on condition). Inspect condition of sheaves, replace as required. Also verify the belt tension after 48 hrs of ReplacementKeep

Fan pillow block failure Greasing Pillow block greasing Keep

Air duct pitting corrosion Visual Inspection External visual inspection Remove

Air duct pitting corrosion Ultrasonic test Ultrasonic test Keep

Loose terminal connection Thermography Thermography inspection Keep

Abnormal noise condition from fan Regreasing Fan bearings greasing Keep

 Low winding insulation Measure Measure the motor current on each phase of the motor feeder cable and record the reading. Also, measure the current at the anti-condensation heater, if applicable, and record the values (MCC cubicle energized and motor running)Keep

Belt Worn Belt Inspection Belt tension, belt thickness and belt condition  inspection (recommend to add as Y1 MECH Inspection in the WPL)Add

Electrical motor failure (terminal box, breaker, contactor or overload relay Loose connections)Ampere Measurement Fan motor ampere current measurement Keep

Impeller worn out (low flow) Cleaning and Inspection Impeller cleaning and inspection, including NDT Dye penetrant test (by AD-INS)Keep

Coupling broken Coupling Inspection Coupling condition inspection Keep

Rotary Joint Failure Replacement of Rotary Joint Replacement of Rotary Joint Keep

Loose terminal connection Connections check Terminal connections inspection Keep

 Low winding insulation Insulation Measurement Insulation measure test (IEC 60079-17:2007) Keep

 Low winding insulation Insulation Measurement Measure the insulation resistance and the winding resistance of the electric motor. Consider the IEEE standard 43 and record it in the table in appendix F. Insulation resistance test at 500V DC, for 1 minute. MCC cubicle and motor (from substation)Keep

Fan internal elements worn out (Bearing houses with excessive clearances, pulleys worn out, bent shaft)Fan Overhaul Fan Overhaul: replace bearings, sheaves, bolts, alignment verify, blades angle verify. Keep

FAN Annual Labor 
reduction (hr)

Add +8hr

Modify -36hr

Remove -9hr

Total = -37hr

279 FANs (80%) = 8,258hr annual

FAN Task Modification 

Keep 17

Add 2

Modify 2

Remove 1

Power Transformers 
Task Modification 

Keep 7

Add 1

Modify 1

Remove 6

Annual Labor 
reduction = -2

ELECTRIC MOTORS
Task Modification 

Keep 39

Add 7

Modify 2

Remove 7

Annual Labor 
reduction = -19

HVAC UNITS
Task Modification 

Keep 10

Add 2

Annual Labor 
increase = 3

Upon approval in Phase 2 at the FLOC level 
calculating applicable FLOC based on the modify and 

remove potential savings is 

Annual Labor reduction of 15k hours

Labor Reduction = -37



Key Benefits Achieved

• Standardized naming conventions, processes and 
structures

• Optimize maintenance and drive continuous 
improvement

• Improved Data Integrity by enhanced SAP as the 
repository, this increased traceability of maintenance 
data increasing efficiency and reporting 

• Simplified Operations by streamlined workload 
planning, scheduling, and reporting.



“True transformation doesn’t happen in the planning room—it happens in the 
field, with people committed to making change real.”

• This journey showed us that collaboration, clarity, and commitment are more powerful than any tool or framework.

• We’ve built more than a PMO—we’ve built a shared understanding, a stronger team, and a foundation for continuous 
improvement.

• The challenges were real, but so were the breakthroughs.

• With the right mindset and aligned teams, optimization is not just possible—it’s sustainable.



TALK TO THE MAXGRIP TEAM
Booth 317
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