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Planning Work |s Essential

I nfor mation, actions, and communicationsprior tothedart of ajob lead to
the performance of quality work without delay.

By John Rasberry, Parformance Consulting Associates

In the basdine article for this series, "Be Brilliant Withthe Bascs' (MT 3/00, p 41),
9x bagc dements of maintenance were proposed. The third of these basic dements

wasto makework planning anintegra part of the mai ntenance process.

That atide posad thefallowing questionsfor thisdement of maintenancewherethe
answers gauged afacility’ sadherenceto the basics.

¢ Arethere permanently assigned maintenance planners?
o Arethereidentified and trained back-up maintenance planners?

e |sthe planner’ s"product” awdll-devd oped job package, which dlearly detallsthe
scope of the work to be done?

¢ Do the maintenance planners plan for the future and not engage in day-to-day
activities such as expediting partsfor emergency work?

¢ Do maintenance planners have accessto acomplete and accurate bill of materids
for thefadility assats?

* Do maintenance planners have an accurate and active backlog of work?

¢ Aremaintenance planners  contributionsto the maintenance organization equd to
or greater than their costs?

o | sthe effectiveness of maintenance planners measured?

Thejob planning processisthat portion of the overdl planning function that focuses
onthe efficiencies of individua work orders. Inredlity, job planning only provides
the opportunity to achieve efficiencies and to avoid ddays. Taking advantage of
opportunities created by job planning requires coordination and cooperation of
production supervisors, maintenance supervisors, and mantenance craftspersonsto
usejob planning in waysthat actudly reducethetimeit takesto complete each job.
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Although it is recognized that not dl work orders need to go through the entire
formd job planning process, dl jobs actudly get planned to one extent or
another—either before or after the work starts. Depending on the nature of thejob
and its affect on safety or production, it ismost often an advantage to plan work
before thejob actudly begins.

Planning adds value

Why have maintenance planners, a planning organization, and a planning structure
thet drives proactive maintenance? Well-established and trained planning
organizations bring vaueto busnessesin excess of their costs More maintenance
work isaccomplished in lesstime using the same resources than would be the case
if theplanning function did nat exid. If the battom lineisnat improved by havinga
planning function, it isusudly the result of poorly defined roles and respongbilities,
an absence of understanding of the planning role and itsvalue, alack of support
from management, insuffident planner training, or having thewrong peopleinthe
planningrole.

Theway work is planned inindustry varieswidely. In some plantsit isaprocess
driven by the culture of thefadlity. At others, itisablend of cultureand aforma
system. In somefadlities, it isgrictly aprocess-driven function. Some plants do not
fed the need to have a planning organization. Others havetried to implement
planning, but have not been successful for avariety of reasons and have dissolved
the planning organization.

Some organi zations have maintenance plannersin place and functioning withina
planning modd that is structured and contralled. In thisenvironment, plannersplan.
Their focusisthe future, oneto two weeks out. Ther daysare consumed with the
fundamenta s of producing planned job packages, and then working with
maintenance and production to schedule the most gppropriate date and timeto
implement the work package. The plannersin these organizations own the backlog.
They keep the backlog clean through periodic scrubbing to diminate duplicate
work, work that has been accomplished and not reported complete, or work thet is
no longer desired to be done.

Others have organizationd chartsthat show plannerswho, in redity, are mostly
partsexpeditersfor current work activities. Theseindividuds do not produce work
packages that improve the efficiency of the craftgpersons because they do not have
time The planner inthistype of organizationisreecting to current eventsinsteed of
planning for future events, which isafundamentd violation of the basics of
maintenance. It iswell recognized that someone needsto perform the expediter role
but it isaways recommended that it not be the planner. Some organizations do not
have trained back-up planners so agap causad by vacation or illnessisfilled by the
mal ntenance supervisor or one of the craftgpersons.

Some organi zations have the areamaintenance supervisor perform the role of
planner. InthisStuation, the supervisor isrardly the one who doesthe planning
activity. It is pushed down to the craftsperson. Theresults are that severd
individuds (the craftgpeople) are performing tasks they were not trained to perform
and wasting productive time trying to figure how to resource eech job. Eachis
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Identifying the work to be performed, the parts needed, and craft or contractor
support requirements. Eliminating the craftsperson’ stimein planning effortsand
concentrating thet time on completing planned work iswheretheintrinsc vaue of
the planner isredized. A basic of maintenance management isthat planners plan
and supervisors supervise,

There are gppropriate circumstances for the maintenance supervisor and the
craftsperson to be engaged in planning issues. The maintenance supervisor and
craftgperson should be planning reective emergency work. Thiswork cannot wait
to be processad through the normd planning cydeto be addressed. The planner
should not be tasked to addressthistype of work becauseitisnot inthefuture, it is
NOw.

How to plan work

Theactud job of planning beginswith sdecting ajob from the planning backlog and
velidating the requested work:

e |sthework request clear on what isto be done or is more information needed?

e |sthe priority coding for the work request correct?
e |sthe equipment properly identified?

If any of these arein error, the planner should make the correction before
proceeding. The planner dso should examine the equipment maintenance archives
for same or smilar jobs and print out the previoudy used job plan if oneexids.

The next gep is job scoping and estimating. Work cannot be entirdly planned from
behind a desk. The planner must vigt the job ste and further vaidate the requested
work. The planner evauates each request indgpendently. Using a faality-devdoped
scoping and estimating check shedt, the planner determinesif:

e The requested work iswhat realy needsto be accomplished.

¢ Prework can be accomplished to expedite the repairsand minimizethe
equipment downtime.

e Thework impacts other equipment. The planner looksfor opportunitiesto
accomplish conjunctive maintenance to other equipment.

e Thereisinterference to be removed to make the repairs.

¢ Repair parts are needed to accomplish thework. An accurate and complete bill
of materidsfor dl critica equipment isnecessary for the planner to efficiently plan.

o Craftspersons, contractors, or vendors need to beinvolved in the work, and how
long the job should take for each craft, contractor, or vendor involved.
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e Permitswill be required to accomplish the work.
To continuethe job scoping and estimating the planner should:
e Takepictures (digitd camerasare awonderful planning tool) and draw sketches.

o Consult with maintenance araftspersons, maintenance enginears, operators, and
anyone ese who can contribute to the job plan.

o Map the mgor deps of thejob: shutdown, isolate, remove, repair, replace, test,
and restore to service.

¢ Evduate previoudy used job plansfor goplicahility inthe current Stuation. If it fits,
reusethejob plan. If it doesnot fit initsentirety, look for opportunitiesto leverage
reussbleinformation.

Set up thejob plan

Next comesthe detail job plan development. The purpose of thejob planisto
providedl of theinformation that the craftsperson needs to accomplish thejob
sady and efficently. Every job package should congst of enough information and
Identified materidsto enadle maintenance craftspersonsto complete the job without
having to soend additiond time searching for information or materid.

A packet should be provided for each job with the following informetion, included
asneeded, to carry out the assigned tasks:

e Copy of dl purchase orders for materia
o Bill of materidslist for equipment

e Copy of thework order

e Drawings required

e Job scope/estimating sheet

e List of stores stock parts

o Feedback and history information

e Specid toolsrequired

e Permitsrequired

e Equipment location directions or sketch

o Safety procedures

e Specid ingtructions on equipment
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e |_ock-out tag-out procedures
e Equipment ingpection sheets
¢ Job procedures (detail tasks)

e Alignment cardsif required

Theamount of detall that goesinto ajob planislargey dependent upon the
qudifications of the maintenance team. If theteam is composed of highly skilled,
equipment knowledgeeble individuds, then little detail is necessary. However, if the
team containsamix of skillsand equipment knowledge or thefadility plansto hire
maintenance novices, then more detalled job plans are desirable. Wdl-written
mantenance plansare an excdlent training toal. Cond der thisthe new sandard job
plan for thiswork activity.

Now that the job plan has been developed, the work order moves from the
planning backlog to the ready-to-schedul e backlog. Coordination between the
maintenance planner, the production supervisor, and the maintenance supervisor is
required to select the most gppropriate opportunity to execute the job plan. The
planner playsan essantid rolein bringing together the mutually agresgble equipment
availability and maintenance resource availability. At thispoint, thejob planis
turned over to the maintenance supervisor for implementation, which isthe subject
of thenext atidein thisseries

It isrecommended that each fadllity undertakeaaritica examination of itsplanning
organization. |dentify shortfals and take the Seps necessary to redizetheintringc
vaue of maintenance planning. A facility’ sbottom linewill beimproved by this
effort and maintenance craftspersonswill thank you.

Previous artidesin thisseriesinclude "Be Brilliant with the Bascs' (MT 3/00, p
41), "Know What ItIsYouHave ToMaintan® (MT 500, p 33), and "'l dentifying
and Approving Work" (MT 7/00, p 27). Future artides will cover work hand-off,
qudity and safety, and information capture.

John Rasberry isanassodatewith Performance Conaulting Associates, Inc., 3700
Crestwood Parkway, Suite 100, Duluth, GA 30096; (770) 717-2737.

Reguest a Free subscription to Maintenance Technology Magazine
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