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Newsletter for December 2018
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 maintenance, reliability, and 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.

	Maintenance Planning Responsibilities – Part 1

I have been lucky enough to have been working with a large and enthusiastic client who is determined to demonstrate practical RCM success.  Despite all the theory, the practicalities always turn out to be radically different.  In a later newsletter, I hope to bring you some suggestions as to how to make it work on the ground - based on their success.  As a lead-in to this, I would like to sharpen our thinking about the key role of the Planner.  In doing so, I want to remind ourselves that the key output of the RCM analysis is a better work order – for Inspections, PM’s, Re-design, Repairs etc.  And it is the Planner’s job to make these happen.
I have long argued that the only two essentials to Maintenance Improvement are:
· Better skilled Technicians

· Better quality Work Orders.

Every improvement stems from these and everything must lead back to these.  As a result, the Technical Skills gap that has been frequently highlighted by Steve Gahbauer in his Plant articles is a constant source of worry that is barely recognised by our educational leaders, and certainly not adequately being acted on by them or those we elect to guide the country.
But it is the Work Orders and the Planning function that are the focus in this column.  Not long ago, I had the pleasure of a lively program for mining planners who confessed that their idea of planning was to take the work requests (or work demands!!) and pass them to the right technician.  OK we all have to start somewhere…

Two central and critical roles for the Planner – one straightforward and one not so:
1. To ensure that our Company’s Best Practices get to the finger-tips of our Technicians – that’s the key role of the Work Order (this newsletter)

2. To keep in synch the Potential Failure point, the Lead Time and the Functional Failure point. (my next newsletter)

Best Practices in the Work Order
Best Practices in a dusty binder on the shelf are zero use to anyone; on the contrary they must be dynamic and continuously updated.  The Planner must capture the Best Practices as they are developed, and ensure that they are consistently applied to the Tasks on the Work Order.  So where do these BP’s come from?  Every Maintenance job goes through a cycle, more or less equivalent to the following:  Inspection, Comparison to a Standard, Decision to Act, Plan, Execute, Test, Handover to Operations and Analysis of Results.  The Planner is central to this process:
1. Setting up the Inspection Work Order (or Inspection sheet) which identifies what is to be inspected
2. Identifying the standards against which the Inspection results are to be measured

3. Examining the Inspection feedback which prompts a Maintenance action 

4. Completing the planning of the Maintenance job (a PM for example)

5. Capturing the results of the work and the analysis related to it

6. Integrating any changes into our (dynamic) Best Practices 

7. Incorporating them into the work practices on the next Work Orders.
So rather than considering Best Practices as a vague target to which we should all aspire, we need to regard them as the logical result of examining our completed work, analysing the results and asking “what lessons have been learned?”  This way we turn them into a practical improvement step.  The Planner is in the best position to be the core of this knowledge building and should take the initiative to seek out these improvements.  Simply said, but of course we are all too busy, right?    But not too busy to do it wrong…. And repeat.  (forgive my cynicism!).
How can we make it work?  The best way, is to ensure that it is included as a specific task on the Work Order, has a time allocated for it, and identifies who is to do the job – just as with all WO tasks.  But two key attributes of a WO make this process work:
1. Set the work order or task priority

2. If not completed and closed, make sure it appears on the Backlog List.
What does this task comprise?  Asking the question over and over again, “what have we learned?” – who to ask?  The Operator, Inspector, Technician, Supervisor, Stores, Safety & Permits, Tool Crib – in fact anyone who is in a position to contribute.  And no, I don’t want a committee meeting!  But if there are significant findings then pulling together for a debriefing all those involved is a good idea.  Will there be occasions when there is nothing learned? – yes of course.  In which case, close the Work Order and move to the next job.
Too many organizations regard the Planner job as an entry level position.  I don’t.  Consistent with this Lessons Learned approach, I want our Planners typically to be our best technicians.  As the tasks in the Work Order are being prepared, it will go much faster and much more accurately if the Planner has done the job – thinking through the steps from the experience of past job completion, getting the steps in the right sequence, not missing out key steps.  And for each task, being able to identify the materials and consumables needed, skills and permits required etc.  Plus being competent to go to the job site for an inspection in person if the work request is not clear.

In the next newsletter, I will be addressing the second part of the Planner’s responsibility – one that needs to be defined carefully, but which will contribute hugely to Continuous Maintenance Improvement.  

As always, I’m happy to answer any questions, and get suggestions for future newsletters --- 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 2019 version of PEMAC’s (Plant Engineering and Maintenance Association of Canada) MainTrain will be held in Edmonton.  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 newsletters. 
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