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percent and 120 percent of the trigger point, and red 
if the estimated hours worked is greater than 120 
percent of the trigger point. 

It is easy to see that HT6-21 is a present candidate 
for replacement and HT6-26 is not far from that 
point. Having been rebuilt once, HT6-26 is a clear 
candidate for replacement. HT6-32 and HT6-33 are 
not far behind, and we will have to start thinking 
about rebuilding or replacing them. HT6-37 and 
HT6-40 are young and will still see a lot of service.

The spreadsheet is simple, easy to understand, 
and a visual way to identify candidates for replace-
ment and give insight into challenges that may lie 
ahead. Its simplicity is a bit of a disadvantage in that 
it relies on one parameter—age—to rank candidates. 
More complex tools such as the multi-parameter tool 
discussed in May 2016 are clearly better because 
they can be structured to include parameters such as 
availability, reliability, and utilization. But complex 
methods may be seen as “smoke and mirrors,” so it 
is often a good idea to use a simple tool that gets the 
job done. The given spreadsheet certainly works. 

The next step, doing the numbers and analyzing 
options, can be complex. Remember that repair/re-
build/replace decisions are about the future. You are 
at a given point in time and are concerned with costs 
and hours worked going forward. Money spent and 
hours worked to date are behind you. You must look 
forward and optimize the future, not rework the past. 

The run and repair decision is relatively easy. 
You know what it cost last year, you know it is at 
or beyond its sweet spot, and you know that the 
next year’s costs are likely to be the best costs in 
the future of the machine. The question is, are they 
the best costs that you could obtain if you were to 
rebuild it and keep it for a few more years? Are they 
the best costs you could obtain if you were to re-
place it and keep the new unit for its optimum life? 

Many factors come into play, not the least of 
which are differences in the amount of capital 
required to implement each alternative and the time 
spans over which the alternatives are optimized. 
The nearby table gives the kind of results obtained 
and the factors that must be considered in a typi-
cal study. As you can see, you are definitely not 
comparing apples with apples and in many cases the 
intangibles and risks will rule the day.

Step three is decide and act. Understanding the 
alternatives and doing the numbers give you the 
framework for your decision. It is complex and 
may depend on your strategic plans, the work you 
have on the horizon, and your confidence in the 
future. You gather your data, do your analysis, look 
forward, and exercise your best judgment. Again, no 
right answers, just intelligent decisions. 

For more on asset management, visit Construc-
tionEquipment.com/Institute.

Decisions on which machines are candidates for replacement can be supported with data such as this.

This table shows what results can be 
obtained by each of the decisions, as 
well as what factors to consider.

C a p i t a l  A l t e r n a t i v e s
Run and repair  

as needed Rebuild Replace

Capital required now $0 $400,000 $1,100,000

Next capital required Will need to be replaced 
in the next period.

Will most likely need to 
be replaced in 3 years.

Rebuild in 4 years,  
replace in 8 years. 

Cost per hour going 
forward

Past minimum point. $70 
per hour and growing.

Minimum $62 per hour 
with sweet spot in 9,000 
hours.

Minimum $64 per hour 
with sweet spot in 21,000 
hours.

Reliability and 
availability

Unlikely to achieve  
required 60 hours per 
week.

60 hours per week will 
become a risk at some 
point.

Good to excellent. Will 
achieve required hours.

Productivity Maintaining standards. Will maintain standards. Can expect 10 percent 
faster cycle times.

Major risk Major component 
failure.

Rebuild estimate, time, 
and costs following 
rebuild.

Very few.

C h u r n  C h a r t 
A B C D E F G H I J K

ARTICULATED DUMP 
TRUCKS

Green Orange Red
60% - 80% of Trigger point 80% - 120% of Trigger point More than 120% of Trigger point

Expected hours in the given number of years ahead
Unit # Make Model Trigger point Burn Rate Hours now 1 2 3 4 5

Hours worked Hrs/yr
HT6-21 AA 32 ton ADT 12,000 1,500 13,000 14,500 16,000 17,500 19,000 20,500
HT6-26 AA 32 ton ADT 18,000 1,500 18,789 20,289 21,789 23,289 24,789 26,289
HT6-32 BB 37 ton ADT 14,000 2,000 10,300 12,300 14,300 16,300 18,300 20,300
HT6-33 BB 37 ton ADT 14,000 2,000 10,650 12,650 14,650 16,650 18,650 20,650
HT6-35 BB 37 ton ADT 14,000 2,000 6,500 8,500 10,500 12,500 14,500 16,500
HT6-37 CC 37 ton ADT 14,000 1,500 4,367 5,867 7,367 8,867 10,367 11,867
HT6-40 CC 37 ton ADT 14,000 1,500 2,589 4,089 5,589 7,089 8,589 10,089


