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Newsletter for January 2016
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.
This month’s newsletter is from Ben Stevens.  Ben can be reached at: StevensB@kingston.net 

If you have any questions or topics you would like to have us discuss, please send them to me.
Further changes have resulted in me again providing management consulting services under the Asset Management Solutions banner.  I will continue to collaborate with Ben to continue to share our knowledge and insights through these newsletters.  We have a number of readers worldwide and feel we have been providing a useful service to those who might otherwise want or need the alternate insights provided.

Note to Canadian subscribers:  With the recent change in anti-spam legislation, we are required to ask you to opt-in to confirm your wish to continue to receive our newsletter.  However, as we have never tracked the Canadian subscribers from our international ones, I am uncertain as to how to identify the Canadian subscribers who did not opt-in.  As noted in the first paragraph above of all the newsletters, please contact us to have your name removed from the distribution list.  We have honoured all past requests for removal and will continue to do so in the future.

	Planned Versus Unplanned Work Orders 

Charles recently sent me several of those neat little questions that sound so simple, but when you dig a little deeper, they become much more complex and require careful definition.

1. Planned versus Unplanned Work Orders:  First we have to start with a quality standard for a planned work order on a critical asset.  It will vary from company to company and should be an evolving standard as you become more comfortable with the required and helpful details needed for the technicians doing the work, and as the demands grow for higher quality maintenance.  But at the very least you’ll need to cover:

a. As-Found data required.   This will include the Asset and the Component status data at the end of the operating cycle that has just finished (= the start of the maintenance cycle just beginning).  The exact data set required will of course depend on the individual asset, but in general should include all the data that will be required for measuring and predicting future (long term) asset degradation and the (short term) life of the next operating cycle.   Who collects this data?  Normally we see this as the job of the Inspector and / or the Maintenance Technician.  But sometimes in more complex situations (such as a machine failure) the data will be developed from the failure analysis by a Maintenance Engineer or Reliability Specialist.  Who develops the data requirements list?  As it is typically included in the work order, then the Planner should take charge, and should look for inputs.
b. Work To Be Done – Tasks in the correct job sequence, with each task identifying materials, types of skills, consumables, permits, technical standards, HSE needs, supervision required, etc.  I am often asked for samples of a “perfect” work order; sorry, there’s no such thing.  However, with help from many of my colleagues, we have evolved what we think a pretty good one – email me if you would like a copy.
c. As-Left data required - This is the asset and component status data at the end of the maintenance cycle (= beginning of the next operating cycle).  The same comments apply as for the As-Found data above. 

2. Although it does not really belong in the discussion of Planned versus Unplanned work orders, for the sake of completeness, we should add in the remaining two sections of the work order that need to be completed as the work progresses or before the work order is closed:

a. Work Actually Done – For each task in the Work To Be Done section, we need to record the actuals – was the job done, were the planned materials and skills used? How much of each etc.  This allows the Planners to make adjustments to the future work orders based on missing resource details, work done but not initially required, jobs skipped, etc.
b. New Work Required – Any additional work noted during the execution of the work order as being required during a future maintenance cycle but which was not completed during this work order.  The Planner can then add this to the next WO for this Asset.
3. How detailed should a Work Order be?  As detailed as is required to make sure the required quality of maintenance work is being performed.  You’ll need to keep a balance – too much detail is overkill - irritating and frustrating.  But too little may compromise quality of work and safety.  One solution to this is to have available as add-ons to the Work Order a series of supplementary instructions and checklists which can be accessed by the Supervisors assigning the work, based on their assessment of the experience and skill levels of the Technician.  But also be aware of the trend towards the Work Order becoming a legal document in law suits for health and environmental damage!
4. With your standard work order as a model, then any work order that does not meet this standard is deemed to be Unplanned.  Most top companies try to hit 90+% Planned because the cost of an Unplanned work order is usually 3+ times as much as an planned one (an Australian university prof and friend did a bunch of research and came up with 3.8X) – and may be much, much more.  This is a very exacting measure and requires a consistent effort to achieve and maintain.
5. Should every job be planned?

a. Simple answer – no!  But even if not planned, we still need certain data.  For example – “check your oil; if low add some; if not, do nothing.”  Planning it is micro-managing and not necessary.  BUT we do need to record (for critical equipment) the date and amount consumed.  If not, then we may have continuing degradation (using more oil each day) without knowing it – i.e. a potential failure which we are ignoring.

b. The higher the skill level of the technician, the less detail is needed; but remember that the planning function supports resource levelling, parts and materials availability, spares re-ordering – all of which makes the business run more smoothly

6. Can a breakdown WO be planned?

a. Yes, yes, and yes!  But let’s divide breakdowns into “emergency” (critical equipment, unexpected) and “predicted failure” (as a result of degradation which we allow to happen because prevention is more expensive than the failure).

b. In the first case, we cannot schedule it, because we don’t know when it will happen; but we can plan it.  In fact, we should put a high priority on it if it is either a repeat of a previous breakdown, or is expected to happen again.  It’s a priority because emergency responses are exactly when we don’t pay enough attention to safety, to the sequence of tasks, performing technically difficult tasks, replacing used parts --- all of which cause injury and / or set us up for repeat failure.  So my standard here is that for every past critical equipment breakdown that is expected to repeat, we should have a planned work order.  Some companies have standard parts kits on stand-by for repeat emergencies.

c. For Predicted Failure, we should start the planning as soon as the Potential Failure is recognized, or (if degradation is not being measured) when the Functional Failure occurs and not proceed without a planned WO.

7. Can we plan a work order within 10 mins?

a. If it’s a simple one – yes

b. If it’s a repeat of a previous one – yes – pull out the old one and change the key details.

c. A complicated one will take longer.  Here we have to use our judgement.  Delaying the repair is expensive and frustrating.  But set that against the risk (probability x cost of failure) if we blast ahead with the repair and fail to do a good job…
8. Impact on KPI’s.  As many of you will know, I’m pretty cynical when it comes to KPI’s.  Yes, I see the numbers, and yes, I understand their purpose.  But there are many “Buts”.  Without getting into too much detail at the moment, the important issues we should mention are:

a. Data across different companies are subject to so much variation in data definitions and in data collection methods that the results are suspect without a huge amount of detailed checking.  Therefore, concentrate on what you can control – comparisons to targets set within your own company and improvements from year to year.

b. Always remember that the prime objective with KPI’s is to achieve improvements from the reactions that they prompt.  If it doesn’t prompt a reaction to improve, why measure it?
9. How far to go with WO improvement?  The key motivators are…
·  cost of unplanned vs. planned work orders
· the risk of a safety, or environmental problems with an unplanned job

· the higher probability of a repeat failure because of errors or re-use of old spares

· the frustration of an experience technician when we tell them things they have been doing for years, and the equal frustration of a new technician who does not have the details to do the job effectively and safely.

· The cost of the extra improvement effort vs. the value derived from that improvement.  When extra work stops paying off, stop the extra work!
A complex area, but one which is fundamental to continuous maintenance improvement.  

Feedback and questions always welcome, 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.
The 2016 version of PEMAC’s (Plant Engineering and Maintenance Association of Canada) MainTrain will be held in the Toronto area.  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 issues.  See our web site at: http://www.asset-management-solutions.com for other information and past Asset Management Solutions newsletter. 
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