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Newsletter for September 2011
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, and Ben can be reached at StevensB@kingston.net.

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.

	Maintenance Roles in North America
A colleague recently asked for an explanation of Maintenance roles in North America, and how they fit in with KPI management.  Specifically the role of planner, scheduler, maintenance engineer and reliability engineer.  There are of course many variations….. but let's start with a couple of fundamentals:

1. The sole purpose of maintenance is to maximize the value of the organization 

2. There are only two basic ways in which the quality and value of maintenance can be improved

- by increasing the skill set of the technician doing the work; and
- by improving the quality of the knowledge and tools provided to the technician by the work order.  

Every maintenance improvement must lead into one of these two things – excuse the hoary old cliché, but it’s where the rubber hits the road.  The work order is central to on-going maintenance improvement as it is the way that new best practices, new techniques get transferred to the technicians.  Therefore we will concentrate on the impact that these key functions and positions have on the work order.

The Purpose of Maintenance Planning:

1. To ensure that the company's best practices are applied to the preparation  of the best quality work order for a job.

2. To ensure that the process of maintenance as shown on the work order is the most effective known to the company 

3. To ensure the right sequence of activities, the right list of materials, tools, the right permits and safety instructions, the right data collection requirements etc are included in the work order.

This includes corrective, preventive and emergency work orders.  A key function is to evaluate the effectiveness of recently completed work orders to see if improvements can be made - to the best practices knowledge base and to the next iteration of the work order.

Three standard guidelines:  

· One planner can plan for about 10 technicians in the early stages of the planning function

· Once the initial catch-up of unplanned work is done, then this ratio will rise

· Unplanned work order requires about three times the amount of time to complete compared to a planned work order. (A colleague at the University of  Brisbane did a detailed study and found the resource cost ratio of unplanned to planned to be 3.4:1).
The Purpose of Reliability Engineering:

· To investigate methods of equipment evaluation, prediction and remedying so as to improve the reliability of critical equipment

· To test and introduce those maintenance and inventory methods (via the planner and the work order) which provide the greatest increase in value to the organization.

In general, the Reliability Engineer will have two key functions - to develop new techniques for inspection, diagnostics and problem solving; and to use predictive techniques to identify vulnerable, critical equipment early enough to predict and prevent failure.  

The Maintenance Planner will focus on improving the work process and the details of the resources required to do the best job possible incorporating the results of the work of the Reliability Engineer and the experience of previous job completions into the work order.

The Maintenance Scheduler concentrates on ensuring that all the resources are available for the technician’s team to start work without delay.  The asset is available to be worked on, the work permits are in place, the spares, tools and labour resources are all in place – everything is ready for to go. 

The Planner function and the Scheduler function are usually separated in North America and Europe because the nature of the work is very different, the skill sets are very different and the types of people who perform the functions are very different.  The Planner is more technically oriented and the Scheduler is more people oriented.  Historically the two jobs were often combined, but in larger companies have increasingly been separated in recent years. 

The Planner needs to know the details of the work very clearly - the Planner (usually a "he") is usually a very experienced technician who has done many of the tasks that he is planning.  It is a technically oriented job that requires a lot of detailed careful thought and knowledge about the sequence of actions, the best practices to employ, the right tools and materials, etc.

The Scheduler is increasingly a "she"; it is a function that requires co-ordinating many different tasks in order to ensure that the right resources are available at the right place at the right time.  Women are often very competent at this function as they have had lots of practice with the multi-tasking busy-ness of raising a family.  The function requires lots of phone calls, negotiations etc. to arrange contractors, supervisors, permits, suppliers, etc.  It is a very busy job.

The tradesman, craftsperson and the technician are different names for the same function - these are the people who actually perform the maintenance work.  They usually work under the guidance of a supervisor, but should be held directly responsible for the quality of their work – including the accuracy of the required data to be collected.  

The supervisor may be an experienced  technician who has been promoted or he may be an engineer.  The supervisor is responsible for the timeliness and the quality of the work performed by his technicians.  His job is to supervise the technicians – so is usually closely related to the actual work on the equipment.  He is the second line of attack in achieving overall quality.  He should not sign off on work or data collection until satisfied with the quality.

The reliability engineer is much more focused on analysis - analysing failures, looking for ways to increase reliability, researching new techniques, introducing improvements in the methods, predicting failures.

As for the career advancement process, this is usually closely tied to the up-skilling process.  The Technician will have a basic technical education at a college - specializing in mechanical, electrical etc.   The supervisor will usually be either a technician who has taken additional classes in maintenance management, or will have an engineering degree.  Reliability Engineers and Supervisors are usually on the same level in the organization - but the Reliability Engineer is more focused on analysis, while the Supervisor is more people- and task-oriented.

KPI's have become THE standard method of evaluating the performance of the Maintenance function.  KPI's can be used at the company level, at the plant level, at the production process level, the equipment level, the component level or the function level (maintenance function, electrical work, mechanical, etc.).  

The main ways of using KPI's:

· To compare two different but similar units (equipment, plants, shifts, repairs etc.).

· To compare the same unit through time - this year versus last year versus target next year.

· To reward successful progress towards goals. 

· To provide a status report (for regulatory purposes for example)

In general, we see eight categories of KPI's:  (send me an email if you would like examples of which KPI’s fit into which category)

1. Executive level KPI's - relating to the achievement of value, ROI, cost avoidance, cost of failure etc.
2. Overall Maintenance results 

3. Maintenance Organization

4. Maintenance Quality

5. Maintenance Costs and Budgets

6. Maintenance Productivity

7. Maintenance Effectiveness

8. Equipment reliability and performance

The key thing about KPI's is that they are only as good as their ability to prompt action.  If a change in the KPI direction does not prompt a change in behaviour or did not result from a change in behaviour, then the KPI is (probably) a waste of time.  Make sure that each KPI is clearly the responsibility of an individual or a specific team – each of the members of the above team should clearly understand which KPI’s they contribute to and are responsible for.  The team lead should present the updated KPI to his manager on a weekly or monthly basis, together with the backup data and reasons behind the trend or measure.  The tasks of data analysis, preparing and presenting the KPI results should be on a work order – that way resources, priorities and scheduled completion dates are clear – and defaults appear on the backlog report.

As always, comments and question are most welcome, plus topics for future articles, to Ben Stevens at StevensB@kingston.net. 

	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 MainTrain conferences again this year.  More detail will be provided, as it becomes available (see: www.MainTrain.ca ).

CMORE (Centre of Maintenance Optimization and Reliability Engineering) at the University of Toronto are organizing their annual IMEC conference for October 5 to 7, 2011.  More detail will be provided, as it becomes available (see: www.IMEC.ca).

	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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