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Newsletter for February 2012
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.
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.

	The Business Case for Maintenance Planning and Scheduling – Part 1
Maintenance Planning
To execute maintenance work, a number of resources need to be identified and used in performing the work.  In that way one could say that all maintenance work is planned, and it is just to what degree it is planned well.  The problem is that much of poorly planned maintenance work is typically ineffective and inefficient in its execution.  One can identify all of the resources required in advance and be in a position to execute the work with a minimum of delays and extra work, or do it ad-hoc and waste time chasing and expediting resources, rather than doing work.
In newsletters over 5 years ago, discussed the issue of the shortage of skilled labour (see newsletters from September 2006 and December 2006).  The situation does not seem to have significantly changed, and thus the skills and time of the skilled labour force need to be treated as scarce and allocated to those activities that provide the highest value to the organization, and those that they only can do well (diagnostics and performing repairs => “wrench time” activities), and minimize time spent on other activities.  That is not to say these other activities are not required to do the work, but not all of them need to be done by a scarce labour force and those they do need to be done by the scarce labour force, could be done better. Let’s look at some of these resources required and activities. 
Resources required includes:
1. Instructions (work orders, job plans, etc.);

2. Technical information (drawings, manuals, etc.);

3. Permitting and safety requirements (lock out, open flame, JSA - Job Safety Analysis, etc.);
4. Skills required, quantity, and coordination (electrical, mechanical, instrumentation, duration and labour hours, between skills, between operations and maintenance, etc.);
5. Special tools and equipment (precision alignment, cranes, etc.); and
6. Parts and materials.

Required activities can include:
1. Getting the above resources;

2. Travel to and from the worksite;

3. Personal activities (breaks, meals, etc.);  and
4. Wrench time.

If an activity is required, then determine whether the skill technician needs to be the one doing it, and for the rest that must be done by the technician how best to do it though effective planning.  Parts and special tools may be required, but depending upon the situation it need not be the technician who needs to get them; maybe planning could identify what is needed and MRO stores could arrange to deliver them to the technician directly, or to the job site.  For those activities required to be done by the technician, these should be planned to minimize delays, and wasted effort and time.

The problem is that to plan these activities and provide a credible job plan, the individual should be someone who has done the work before or similar work, and someone with good communication and organizational skills.  That means the planner needs to be an experienced technician, likely one of the best ones the maintenance organization has.  So the resulting scenario is to take one of the most capable technicians, part of a scarce resource group, “off the tools” and train them to plan maintenance work instead.  This is counter-intuitive to many organizations.  However if wrench time is in the typical range of 20 to 25%, and the planner is able to increase it by a modest 50%, to 30 to 33% for only four other technicians, the amount of work increases from 20% for 5 technicians to 30% for 4 technicians, an overall increase of 20%.  If the number being planned for is higher, or the increase in wrench time is higher, then the overall increase can be much more.
The result can be:

· Deferred hiring;
· Reduced Operational losses;
· Reduce potential reputation damage / lost business;
· Reduce potential HSE consequences; and
· Reduce maintenance budget cost variation.
This has the potential to change the technician from a scarce resource into a precious one.  And if they become a precious resource, then it would make sense to use those resources in the most effective manner possible, which brings us to the follow up on scheduling.
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 MainTrain conferences this coming year in Fort McMurray and Toronto.  For more information, see: www.MainTrain.ca.

	Contact Us

To provide feedback on this newsletter, including comments on past articles, ideas for future articles, add names for other interested colleagues or friends (please copy them with your request), 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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