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Newsletter for May 2004

I appreciate receiving your comments on this newsletter and any suggestions for future topics.  If there is someone you know who would be interested in receiving this newsletter, please feel free to forward the newsletters to them, or forward their e-mail address to me and I will include them in future newsletters. If you wish to remove your name from distribution of this newsletter, please respond via e-mail.  Please see “Contact Us” at bottom for e-mail address for feedback, comments and removal from distribution.     

	Maintenance Planning & Scheduling
So you have been busy developing a maintenance strategy that is brilliant in its support of the organizational strategy, and have followed that up by developing effective maintenance tactics using RCM.  Your maintenance department seems to be working more focused and effective with fewer critical equipment failures.  But things are still not right. 
The maintenance backlog is increasing, even after you brought in some contractors to reduce it a couple of months back.   Your maintenance workforce is conscientious, extremely skilled, and hard working, and your overtime continues to remain high.  Even if you could get the budget for to hire additional tradespersons (not likely given your site manager and current business conditions), from what you have seen and heard there is apparently a local shortage of qualified skilled trades and you are not likely to get the individual(s) with the experience and skills that you need.  A solution to the labour shortfall problem seems to be currently out of your grasp.  

The bad news is that the shortage of skilled trades is not just local, and from what I have seen and heard in my travels and through my international contacts, it is a global problem.  The good news is that in many cases, a significant part of the problem can be reduced though changes to your maintenance work management practices.   Effective planning and scheduling can greatly improve the productivity of your maintenance workforce, and thereby get more productive work from your existing workforce.
“Wrench Time” Versus Non-Value Added Work
“Wrench time” is the measure for the amount of the time maintenance trades spend at the job site doing “value-added” work. Wrench time is lost through delays in getting parts, materials, tools and equipment; waiting for job instructions or delays in getting technical information (drawings, manuals, etc.); and coordination with other trades or production.  In his book “Maintenance Planning and Scheduling Handbook”, Doc Palmer indicates that productive work is commonly reported as being between 25% to 35%, but with effective planning and scheduling can increase this to up to 50%.  
Let’s use that range of figures and assume 30% wrench time as a starting point. If we reach 45% wrench time by assigning one planner to one crew of 5 skilled trades and another planner to a crew of 20 skilled trades, the result is the work output of a crew of 7.5 from the first group (5 trades + 1 planner), and work output of a crew of 30 from the second group (20 trades + 1 planner).   All thorough effect planning and scheduling.
What Should Be Included In Planning? 

How is this transformation achieved?  Well first, planning is not scheduling.  Often talking to maintenance groups who when they say that they plan, when actually they are only scheduling (“Monday morning, we assign work to everyone for the week”).  
Planning focuses on future work that has not yet been started, developing job plans to reduce the potential for delays, waiting, and other non-value added activities.  For work that has already been started, support should come from the maintenance supervisor, rather than the planner. 

The job plans include job scope, craft (mechanical, electrical, instrumentation) and skill level (e.g. fully qualified tradesperson required, or lesser skill level adequate), time estimate, and anticipated parts, materials, tools, equipment, and technical information required.  The craft, skill level and time estimate are to help in effective scheduling of the work.  With skill level identified and with well qualified skill trades, job scope can be used rather than a detailed work plan, as the skilled trades are expected to be qualified and able to perform the work defined in the scope, particularly for repetitive work previously performed. 
And What Should Be Included In Scheduling?

There should be an advanced schedule assigning a weeks worth of work to an entire crew, and a daily schedule.  
The scheduler assigns work for the weekly schedule based upon the available hours for the craft and skill levels.  Other scheduling inputs include the priority of the individual work planned, work scheduled from prior week not completed, resources required, duration needed to complete the job, and equipment outages required versus operations schedule.
The daily schedule is developed from the weekly schedule by the supervisor, with input from operations.  The supervisor is the best one to address the daily schedule as he will have know what work has been started, when the various jobs will be completed, as well as his input from operations.  He will be able to react to situations, like when emergency work “bumps” other work from the daily schedule and he can then reschedule them for later in the week or have them carried over to the following week’s schedule.
Like my other monthly newsletters, this is intended as a quick and very brief overview of the subject.  If you are looking for more information on planning and scheduling, Doc Palmer’s book is a good reference.

	Upcoming

Next month’s article will be from John Shanahan of Integrated System Design on Computerized Maintenance Management Systems.  Please advise me, if there are other topics on maintenance management or project management issues that would you would find of interest.

Federated Press is presenting their 2nd annual ‘Performance Measures for Plant Maintenance” in Toronto June 14 to 16, 2004.  Will be facilitating a half-day workshop on “Measuring Performance When Contracting Out”, and helping out my friends at OMDEC with a scheduling conflict by presenting “Using Maintenance Databases For Reliability Analysis And Improvement”.  For details on this conference, see: http://www.federatedpress.com/products/conferences/PerformanceMeasures/frameset.htm .  For subscribers of this newsletter who would like to register for this conference, if you quote my e-mail address (see “Contact Us” below) upon registration, you will be provided with a 15% discount off the basic registration price.
Federated Press is presenting their 3rd Annual Creating a 21st Century Maintenance Organization Conference in Toronto, September 15 to 17, 2004.  Will be facilitating a half-day workshop on “The Business of Maintenance - Defining and Selling the Benefits of Maintenance to Your Organization”.   Will provide details when available.
PEMAC is organizing a maintenance conference for Fall 2004 called Main Train.  More information will be provided as it becomes available at: www.maintrain.ca , or check the PEMAC web site ( www.pemac.org ).   

	Contact Us

To provide feedback on this newsletter, including comments on past articles, ideas for future articles, or to remove your name from distribution of this newsletter, please e-mail me at len@asset-management-solutions.com.  

Please feel free to contact us to discuss any of your physical asset management requirements.  For more information on how we can help you, please contact me directly. See our web site at: http://www.asset-management-solutions.com for other information on Asset Management Solutions, including asset management issues and solutions. 
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