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How Partnering with Experts Can Imp   rove Valve Operations and Maintenance

By Sarah Bradley

Comprehensive services delivered by locally-based industry experts are often re-
quired to optimize valve operations, reduce risk, improve safety, and cut costs. 
Valve World Americas spoke with Larry Baumber, Director of Global Service 
Management for Emerson Automation Solutions, to discuss common problems 
related to servicing control, on-off, and pressure relief valves, suggested solu-
tions and examples of successful third-party service engagements.

Process plants and facilities rely on 
hundreds or even thousands of control, 
on-off, and pressure relief valves for 
safe, efficient, and reliable operations. 
Assuming these valves have been cor-
rectly specified and installed, optimal 
operation of each requires expert ser-
vice, ideally guided by analysis of diag-
nostic information.

Some plants and facilities choose to 
perform valve monitoring, run diag-
nostics, and service their valves in-
house—but many others just run their 
valves to failure. An alternate approach 
is partnering with the original equip-
ment manufacturer (OEM) vendor for 
these services. This will ensure valves 
are maintained to specification and the 
highest standard of quality to deliver 
optimal operating performance.

Common Valve Maintenance 
Challenges 

Repair needs for control, on-off, and pres-
sure relief valves vary greatly because of 
service conditions and product config-
uration-requiring broad product knowl-
edge and flexible repair support through-
out the valve lifecycle. For example, look-
ing at critical and general service control 
valves, repair needs fluctuate indepen-
dently throughout the typical lifecycle of 
each category (Figure 1). 

All valves undergo an initial startup 
phase, which includes determining 
spares and parts planning. This effort 
typically coincides with the plant’s first 
production and is performed during the 
warranty phase. 

After this first phase, service require-
ments ebb and flow throughout a 
valve’s lifecycle, with exact needs de-
pending on type of service, hours in 

use, operational cycles, process me-

dia, and many other factors. Given all 

these factors, valves should undergo 

periodic inspection, supplemented by 

automated monitoring and diagnostics 

for critical service valves. Without this 

type of expert service, a valve may run 

to failure prematurely, with consequent 

issues such as unplanned repairs and 

extended downtime.

Increased operational expense can be 

an issue due to repeated, unplanned 

failures of aging assets, leading to ex-

cessive maintenance costs and expedit-

ing charges. These problems are often 

exacerbated by a diverse installed base 

of valve types and vendors, with vari-

able valve reliability and inconsistent 

performance, leading to accumulatively 

inefficient inventory practices. 

Costly shutdowns due to unplanned 
downtime often dwarf any increased 
operational expenses from valve main-
tenance and repair, with work scope 
continuing to grow as issues are un-
covered. An inability to predict failures 
before they impact production means 
that critical assets actually needing at-
tention are ignored. 

Calling in the Experts

Efforts to address these and other is-
sues are often hindered by a lack of 
in-house expertise to perform diagnos-
tics and interpret collected data due to 
underutilization of installed or existing 
technologies. When repair is required, 
any lack of proficiency within the in-
house maintenance team can present 
a risk, often the case because valves 
are complex pieces of equipment. Mul-
tiple valve vendors add difficulties due 
to differences among components and 
recommended services procedures, 
and the remote geographic location 
of many industrial plants and facilities 
may present few cost-effective options 
for utilizing OEM valve expertise. 

There can be a temptation to rely on lo-
cal mechanical shops, but it is very diffi-
cult for these types of facilities to repair 
a valve so it can perform as originally 
designed. This is true even for the most 
capable non-OEM facilities because 
access to information regarding initial 
methods of valve fabrication and test-
ing will not be available, increasing the 
risk of not using OEM parts. Premature 
valve failures can be expected if repairs 
are not performed correctly, with often 
catastrophic results.

Fortunately, all of these issues can be 
resolved by partnering with an OEM-
accredited service provider.

Service Provider Solutions

Depending on a plant’s needs, most 
OEM service providers can assist with 
any or all areas of valve service. End 
users should look for a single-source 
vendor capable of providing technical 
engineering expertise, a broad offering 
of valve technologies, project manage-
ment and execution expertise, and local 
and global service support.

Figure 1: Valves will require varying types of services at dissimilar intervals depending 
on the service. 

Figure 2: Various services are required throughout a valve’s lifecycle to minimize risk, 
reduce operating expenses, execute projects succesfully, and increase uptime.

Larry Baumber is the Director of Global 
Service Management for Emerson Automation 
Solutions. He graduated with a B.Sc. Chemical 
Engineering from the University of Alberta and 
has 35 years of experience in the valve industry.
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Local support, regardless of facility lo-
cation, should be available during all 
phases of a valve’s lifecycle, either pro-
vided directly by the OEM or through 
accredited service providers. The fol-
lowing is a description of the four typi-
cal phases throughout a production 
plant’s lifecycle, during each of which 
OEM or OEM-accredited service is para-
mount (Figure 2).

Startup & Commissioning Phase

Ensuring a safe and timely plant startup 

can be a complex process moving from 

project construction or after a shut-

down, turnaround, or outage (STO). 

Juggling multiple vendors, a lack of ex-

pert resources, disorganized documen-

tation, and improper valve installations 

can make this phase complicated.

OEM or OEM-accredited service provid-

ers employ certified technicians who 

have application and safety expertise, 

follow compliance management practic-

es, and utilize asset planning and track-

ing to help ensure a smooth handover 

from construction, or STO, to startup. An 

OEM or OEM-accredited service provid-

er helps to reduce complexity and mini-

mize the chances for valve damage and 

cost overruns in this phase.

Maintaining the Plant as it Runs

Repeated and unplanned equipment 
failures lead to lost production and in-
creased cost while running the plant. A 
shrinking workforce, retiring in-house 
technical expertise, and tightening bud-
gets make it increasingly difficult to ded-
icate the resources necessary to identify 
opportunities for plant improvement. 

OEM-accredited service providers are 
usually located locally, providing quick 
response to address any unforeseen 
issues that may arise. They also have 

OEM service credentials to vet their 
capabilities, along with industry ap-
plication knowledge and a long history 
of safety performance—so end users 
can trust them as an extension of their 
onsite team. OEM-accredited service 
providers can guide the creation of a 
proper maintenance strategy to help 
reduce total cost of ownership through 
digitizing the installed base, optimiz-
ing spares, using analytics to conduct 
proactive repairs, and helping with 
larger scope maintenance planning. 
This helps end users prioritize and re-
duce inefficiencies to reduce overall 
maintenance costs and improve reli-
ability and uptime.

Shutdowns, Turnarounds, & Outages

Avoiding scope creep, planning with an 
attention to detail, and meeting sched-
ule, budget and quality goals are typical 
challenges when heading into a shut-
down, turnaround or outage. STOs often 
make up the largest maintenance spend 
within a plant’s budget, so these events 
must be conducted with precision.

STOs are large-scale maintenance proj-
ects, often requiring OEMs to utilize lo-
cal accredited service providers. These 
service providers follow the same safety 
and quality programs and planning pro-
cesses as the OEM. They also use digital 
efficiency tools, mobile workshops, and 
OEM-certified parts for repair to help the 
STO come in on time and within budget.

Asset Performance Optimization

An aging and diverse installed base 
brings variable reliability and inconsis-
tent performance—which can lead to 
the inability to predict failures before 
they impact production. Valve diagnos-
tics, coupled with engineering expertise 
to analyze data, is necessary for proper 
planning and timely decisions regard-
ing upgrades.

Many OEM and OEM-accredited ser-
vice providers analyze asset perfor-
mance, lifecycle stage, and compliance 
of aging assets experiencing repeated 
reliability issues and frequent failures 
(Figure 3). Coupled with in-depth valve 
and application knowledge, they can 
recommend valve or technology re-
placements, upgrades, or retrofits to 
improve production performance and 
reduce variability.

These types of services can produce 
real-world results when provided by 
expert personnel, as demonstrated by 
the following examples.

Getting Real-World Results

A refinery in Asia went online in 2016, 
using high sulfur crude as a feedstock. 
The plant had over 1,800 valves in ser-
vice, and Emerson was selected to as-
sist with the first major turnaround.  

The engagement began in December of 
2018 with turnaround plan discussions. 
Emerson’s proven STO process and 
execution capabilities were discussed, 
followed by a site walkdown conducted 
in June 2019. ValveLink™ software was 
installed, and diagnostic data was col-

lected for all Fisher™ valves from July 
to Oct 2019, including offline diagnos-
tics for 37 valves. 

Based on the site walkdown and diag-
nostic data, Emerson worked with re-
finery personnel to finalize the scope 
and spare parts list. Plant personnel 
selected an Emerson accredited ser-
vice provider for overhaul and support 
during the turnaround because they of-
fered local, OEM-certified support.

Service personnel worked with the 
plant team to determine a strategy for 
repairing versus replacing each valve, 
and then performed Emerson’s prov-
en STO process to complete the turn-
around on schedule. The accredited 
service provider won the trust of the 
plant team through successful work 
performed onsite and were chosen to 
provide service for future needs. 

A paper producer in China needed to 
service 330+ valves of varying brands 
during a turnaround. Emerson’s local 
accredited service provider was select-
ed to assist, and they used Emerson’s 
Walkdown App to conduct a complete 
site walkdown and create an accurate 
digital installed base repository. 

Service personnel held several meet-
ings with site engineers, and with in-
strumentation and electrical manage-
ment personnel, to understand and 
address pain points and goals for the 
upcoming turnaround.

The accredited service provider fol-
lowed Emerson’s STO planning process 
and leveraged Emerson’s technical sup-
port to complete the work on schedule. 
Sales personnel continuously reviewed 
customer requests and visited the site 
regularly with a service team member, 
and this close cooperation between the 
accredited service provider sales and 
service teams enabled them to provide 
the required level of service.

Conclusion

Many plants and facilities prefer to en-
gage service providers to deliver the 
specialized support required for valves 
through their lifecycles. Emerson sup-
ports these end users with a global net-

The views and opinions expressed in this article are those of the profiled 
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work of company-owned service centers 
and accredited service providers to de-
liver valve engineering and repair exper-
tise, maintenance planning proficiency, 
and broad service execution capabilities 
on a local level. This network includes 
200+ service center locations with 80+ 
mobile service centers.

Accredited service providers must meet 
regular and stringent qualifications ev-
ery few years, ensuring their services 
and sales practices are equal to those 
provided by Emerson, allowing these 
providers to act as an extension of Em-
erson worldwide. Emerson accredits 
two tiers of service providers: 1. Autho-
rized Service Providers provide local 
OEM service and support. 2. Premier 
Service Providers offer comprehensive 
local service and support while serv-
ing as an exclusive sales channel. Ac-
credited service provider capabilities 
include everything from repair execu-
tion, maintenance planning, diagnos-
tics gathering, to expert monitoring. 
These and other services are supported 
by expertise in factory-supported pro-
cedures, OEM training, and close co-
ordination with product engineering 
personnel. The entire service network is 
OEM-trained and certified to plan and 
execute maintenance activities through 
a valve’s entire lifecycle.

Valves are complex pieces of equip-
ment, and maintaining production 
through the demanding lifecycle of a 
process plant only adds to the com-
plexity. When selecting a service pro-
vider, end users should ensure all their 
needs will be met not just at a site level 
but worldwide throughout the entire 
lifecycle of each valve, regardless of 
manufacturer. A thorough review of 
capabilities, OEM expertise, and safety 
performance should be completed be-
fore engaging any provider, including 
a check of references and interviews 
with local personnel. Once this due dil-
igence is performed, management can 
select the right provider to work with 
plant personnel to deliver the desired 
level of support.

Figure 3: OEM and OEM-accredited service providers have all required hardware and software 
diagnostic and other tools on hand.

All figures courtesy of Emerson.


