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Newsletter for March 2017
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 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.

	What Does Planned Maintenance Mean?

Sometimes the simplest questions raise the most insects from under the rocks.   Abdul-Rahman asked if all Work Orders in a CMMS / EAM should be considered as Planned Work Orders?

A simple question, but I’m afraid the answer is quite complex.  The first thing we have to do is to ask the question “What does ‘Planned’ mean?”  And then explore why are you asking the question?

Our Work Order cycle may start from several places – a work request or notification, an inspection, failure call–in, a failure report, auto-generated PM (whether time-based, or condition-based), a breakdown, a run-to-failure requiring a corrective action, etc.  In each case, the job of the planner is to convert these into an effective Work Order.  Please note that in this discussion, we are concentrating only on Planning.  The related tasks of Scheduling, Work Assignment, Work Execution and Work Control are excluded as being outside the scope of our question.
Thus, the purpose of planning is to ensure that the technician, inspector, contractor etc. has all of the requirements identified to prompt the job to be done effectively; hence a planned job is one where the planner has:
· understood the job requirements (which may require an on-site inspection and / or discussions with operations, users, the work requestor etc.);
· reviewed the relevant work history and equipment history – if it is a repeat work order, then the latest completed version;;
· made sure the latest “Company Best Practices” are understood with respect to the job; 

· identified all the tasks in the correct sequence;
· for each task, has identified all the resources (parts, materials, labour, skills, tools, permits, supervision, sign-offs, data to be collected), and for complex work orders has estimates of when the resource will be required;
· identified any back-up data (SOP’s, safety instructions, etc.) that makes the job better and easier; and 
· has built all of this into an approved work order.
The quality standard for your WO needs to be set by the Maintenance organization, which should provide examples for reference by the planners.  So, the first and simplest answer to your question is that if all the Work Orders in the CMMS meet this standard, then YES every job has been planned.

Next let’s look at some real-life issues….
· Many WO’s in the CMMS are often very brief – example “repair motor #1245”, “investigate problem and report”, and contain little or no detail.   YES, they are in the CMMS, but NO, they are not planned.

· More complex work orders that are done regularly when the technician has been doing it for years and doesn’t really need a planned work order, but are written up after the fact for inclusion in the CMMS.  This maybe OK in a static organization provided that the work done, the results of the work and the “As-Left” equipment status are recorded plus the data collection is properly done.  But any changes in the best practice procedures or resources are difficult to manage, as is the assignment of a different technician.  Note that these types of jobs do not provide for the job parts and materials requirements to be pre-released to stores for job-site delivery and staging.
· WO’s that are carried out without any documentation – these may be (for example) instant belt adjustments, minor corrections, oil top-ups; often they are not recorded (for failure trend prediction and analysis we will need at least the dates and the extent of the correction or oil usage).  So therefore, they are not planned, and there maybe no need to plan them if they are simple and straightforward tasks requiring little or no resources.
· Inspections are often not planned.  They should be.  We want our inspectors to compare actual readings to the Potential Failure and Functional Failure levels; so, at the least they will need an inspection sheet showing this data.  This is a specific area where technology is changing very quickly; making sure Inspections are planned is the best way to keep up with the new techniques.
· Emergency work orders may be in the system because a record of the emergency was made after the fact.  These should be converted into a planned WO ready for the next time the emergency happens.

· PM’s are often not planned properly.  Frequently we get them from the OEM; the basic CMMS WO data entry is done, but the work is not really planned.

These are the main examples of unplanned Work Orders in the CMMS – there maybe a few others, but this covers the bulk of them.

Now let’s turn to what we do with the “Planned WO” data.  A commonly used KPI measures planned WO’s % of total WO’s, or planned work hours as % of total work hours.   I suspect that this KPI is behind your question.  Oft-repeated statistics suggest that 80% or more is a best practice target.  My last newsletter mentioned some of the reasons why these benchmarks need to be very carefully examined before being used as an organization’s target, so no need to repeat here.

This is where we have to revert to our definition of “Planned” – i.e. does the WO meet the standard we have set?  The smart planner will review all the WO’s as they are closed, and ask:
1. What have we learned from this job, about the equipment, tasks, resources, data collection, etc.? 
2. Can I build the learnings into the next issue of the work order? 
3. Is this the best we can do?
If the answers are satisfactory, then we can say it is a Planned Work Order.  But a critical and related question is “What are we going to do with the answer?”
· If you are using it to show how your work quality is improving, then this can be a very useful and quite accurate statistic.  It’s useful and accurate because the Work Order quality standards have been established, and are being applied consistently by the planners. 

· If you are comparing to other divisions in your organization, other sites within your organization or other sites outside your organization, then you need to be very careful; for the data to be valuable, you will need to be very sure that the other sites are using the same definitions and standards.  If not, then the comparisons are not really going to do any good and in fact may lead you to the wrong conclusions.
So, as you can see – a simple question gets us quickly into lots of variables.  Is it worthwhile getting all of the bugs worked out of the planning process?  Emphatically YES.  Good quality work orders are one of the (only) two necessary foundations for continuous maintenance improvement.

As always, your comments and questions are welcome to stevensb@kingston.net. 

	Upcoming

Please advise me, if there are other topics on asset management, maintenance, reliability, or project management issues that would you would find of interest.
The 2017 version of PEMAC’s (Plant Engineering and Maintenance Association of Canada) MainTrain will be held in Saskatoon.  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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