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Newsletter for November 2010
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 the distribution of 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. 
This month’s newsletter is by Ben Stevens.  Ben can be reached at Ben@OMDEC.com .

To keep this newsletter relatively short, this is intended to be a broad overview of issues for physical asset management, rather than a comprehensive discussion of the topic.

	Best Maintenance Practices – Part 4
Our last article concentrated on Work Assignment, Execution, Analysis and Improvement.  Now we are moving on to Backlog Management, Spares, Cost Control and Non-Critical Equipments.  As before, your comments and feedback are very much welcomed to Ben@omdec.com. 
Backlog Management Best Practices 

Backlog management is a very effective way of ensuring that work done keeps up with work required.  Backlog is defined as work which has been planned but not yet completed.  It consists of:

· work started and on schedule but not yet completed

· work started, is not yet completed, and is behind schedule

· work planned and scheduled to be started, but not yet started

· work waiting to be started, but not yet planned and scheduled

Best practices for backlog management are:

1. This work should be reviewed on a weekly basis

2. Review should be done on the basis of priority

3. Reasons for delay should be examined

4. Changes in priority should be included for those that require more timely response

5. Action should be initiated for the top priority work orders which are delayed.
Spare Parts Management Best Practices

Spare parts play a key role in allowing the best practices to be applied to the maintenance function.  Manifestly, the absence of parts interrupts the smooth provision of planned maintenance, and is one of the major reasons for time and cost over-runs, unexpected failures and lower than expected operational performance.

Spare parts management best practices should be applied to two different categories of spare parts:

· the common use, relatively low cost spare parts

· the slow-moving high cost parts.
Common use low cost spares are best managed using the spare parts module of the CMMS or EAM systems.  Here the best practices are as follows (note a full list of spares best practices is very extensive and beyond the scope of this document)

1. each spare part stocked should have key data recorded in the CMMS/EAM – part number, standard description, preferred vendor, cost, delivery terms, where used etc

2. Minimum and maximum inventory levels should be established using the CMMS/EAM utility, along with the economic order quantity 

3. Receipts, issues and returns should be recorded in the CMMS/EAM to maintain the current inventory levels

4. As issues reduce the levels below the indicated minimum, then automatic purchase requisitions should be initiated.

5. For high priority work orders, the relevant spare parts should be reserved and quarantined in the CMMS/EAM so as not to be used for other jobs.

6. On release of the work order to the supervisor for execution of the work, a pick list should be issued to stores so that kit-ups can be made and delivered to the job site (where staffed warehouses exist).
For slow moving high cost critical spares, a different approach is required.  Here typically the lead times are extensive, and the cost of the spares militates against retaining spares on hand.  In these cases, the key best practices are:

1. Establish the level of reliability needed from the equipment and the spare part

2. Factor in the frequency of failure

3. Factor in the lead times, cost of replacement, cost of failure etc

4. Calculate the sparing level required to meet the required level of reliability.
Maintenance Cost Control Best Practices

The CMMS/EAM work order process has the capability to accumulate costs against each work order and roll up the total costs to the equipment level, the system level (where the equipment is part of a system), and to the plant or site level.  With small adjustments, CMMS/EAM can also track the cost of failure at the same levels.  These capabilities are important in being able to track exactly where the maintenance costs were incurred, and in identifying the “bad actor” equipments.  To achieve this, the following best practices are proposed:

1. manpower and contractor rates are included in the CMMS set up

2. materials consumables and spares costs are included in the CMMS set-up

3. work hours spent and materials, consumables and spares consumed are included in the work orders

4. where special tools are required, then these can be charged to the work orders requiring their use

5. monthly cost reports are prepared showing for each major equipment and for the system, plant or site, the type of expenditure (labour, materials etc) for each type of maintenance activity – corrective, PM, emergency, special projects etc

6. these monthly cost reports show variance from budget – and are used to set the next year’s budget

7. costs of failure for each major equipment and for the system, plant or site, including the three main costs of failure

a. cost of repair

b. cost of lost operability

c. cost of penalties, lost public image etc
Non-critical Equipment Best Practices

Non-critical equipments typically comprise the majority of equipments on site, and therefore require a significant portion of the maintenance effort.  Nevertheless their priority is lower than that of critical equipment and should be treated as such.  Best practices for these equipments include:

1. periodic review of their criticality

2. periodic review of the Preventive Maintenance work orders to optimize the tasks, the frequency and the accuracy of the work orders

3. periodic review of  any high cost repair work to establish whether lower cost tactics can be effectively used
To be continued….

	Upcoming

Please advise me, if there are other topics on maintenance management, project management, or physical asset management issues that would you would find of interest. 
PEMAC (Plant Engineering and Maintenance Association of Canada) will again be organizing their annual MainTrain maintenance conferences at multiple locations in Canada, including November 15 to 18, 2010 in Toronto. See www.MainTrain.ca for details.

	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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