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CHAPTER 6

BASIC SCHEDULING
 

This chapter continues the nuts and bolts of making the Planning system work With regard
to scheduling. The chapter shows exactly how to do the scheduling- . .. d I'

In actual practice. it may be helpful to note that persons may con.51der “hf: “dag:
somewhat vague term. To be more precise. advance or ii‘ceki’y scheduling means a so. 6 -
uler allocating an amount of work orders for a week without settlng 5P3?1fic days‘or time:
to begin or complete individual work orders. Likewise._ (lad-‘- 'ul‘lmdllling meant: gal—Cl;
supervisor assigning specific work orders to SPCClfiC individuals to begin ll“? nest mill-€535
maintenance group uses both weekly schedules and daily schedules. This Chagterl Escovers
the activities to accomplish weekly and daily scheduling. In addition. Uiefc 3}? e on rou-
how maintenance personnel stage material and tools. Although this bool:i ocus‘j‘sSflll out-
tine maintenance. the book also explains key SChedUImg concepts baht: (13‘ch hwith the
ages. Finally. the chapter compares and contrasts the concepts of sc e a ing
COncepts of quotas. benchmarks. and standards.

WEEKLY SCHEDULING

. - 'obs

The scheduler performs most of the tasks of advance scheduling. The SClleqll1:r\f—:$L%::::ciule_
from the waiting-to-he—scheduled file and any work rammed iron} the Prelim: next week. The
The scheduler then allocates them into each crew‘s work hour females! t(‘erutealso makes other
scheduler allocates jobs by work order priOFlfy- then “umber Of Work Ollndulina worksheets for
considerations per lhe scheduling principles. The scheduler utilizes SC. tile [0 C'Emplete the next
assistance. The end product is a package ofjobs that the crew should be J wisor The Scheduler
week. The scheduler then delivers the jobs for each crew to the CIT-w sup; the guppofiin" craft.
also sends a copy ofeach work order that will need intercraftcoort1;rlflftr10;1n the work 0rdeli a110-

Each day the crew supervisor makes the daily SChefjme “105E y .0d'vidual crew members
cated in the weekly schedule. The crew supr‘n‘ViSOr uSSignS work [0 m I - r attends a (1le
based on the current day’s activities and progress 0“ work. The SUpingsorepresemame to
scheduling meeting with other craft supervisors and the operations {:11 erzisor returns to the
coordinate work for the next day. Near the end of the week. the crexxéhsmpweek The scheduler
scheduler the jobs that he or she does not EXPCCL the crew to start I k
then considers them for inclusion in the advance sc

Here are the step-by-step actual activities for wee u
PhYs‘ical Process which must be understood and which a comp

kly scheduling. This is the type of
tar CMMS would mimic.

Forecasting Work Hours

Each crew supervisor forecasts the crew’s available work hours as the first step in the
advance scheduling process.

6.1
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This activity takes place near the end of the work week. usually at the beginning of the

last shift for the period already in progress. For example. this would be Friday morning for
a crew that works Monday through Friday, 8-hour day shifts or Thursday morning for a
crew that works Monday through Thursday, lO-hour day shifts.

Near the end of the work week, the scheduler takes a Crew Work Hours Availability
Forecast worksheet (shown in Fig. 6.1) to each crew supervisor. Taking the availability fore-
cast worksheet to the supervisors impresses upon the supervisors that next week they will be
responsible for completing the amount ofwork for which they have labor. They are involved

in the process. The scheduler is only helping them determine how many and which jobs
should be selected from the backlog.

The Crew Work Hours Availability Forecast worksheet has blanks to guide the crew
supervisor in determining how many hours each craft level has available. This section and

the following sections illustrate the crew supervisor’s use of this form.
The crew supervisor fills out and returns the availability forecast worksheet as soon as

possible after receiving it from the scheduler. The supervisor receives the forecast work-
sheet from the scheduler at 8 AM. The crew supervisor should already have an idea of who
Will be in training and who has requested vacation for the next week. On the other hand. the
supervisor may need to check on jobs currently in progress to determine which ones the
crew will probably not finish this week. Thosejobs will need carryover hours reserved for
them next week. In addition, the supervisor needs to assess which new jobs the crew will
start today. Some of thesejobs might be finished or might also run over into next week. One
thing the supervisor does not plan for is unexpected absences. Scheduling is not based on
the unexpected. The supervisor may later use unexpected absences that occurred to explain
why the crew did not meet a schedule. When the crew supervisor finishes these determina-
tions, he or she gives the scheduler the completed Crew Work Hours Availability Forecast
worksheet. The crew supervisor also hands over any physical work orders which the crew
received to do this past week, but will not start. The crew supervisor makes all these deter—
minations by 10 AM and returns the worksheet. This gives the scheduler time to create the
weekly schedule by 1 PM after lunch. (The scheduler must finish the weekly schedule by
early afternoon so that the crew supervisor can make a daily schedule for the first day of
the coming week. The crew supervisor must attend a late afternoon daily scheduling meet-
ing to give the operations group information on clearances for the beginning of the follow-
111g week and initiate coordination with other crafts, if necessary. The supervisor may also
begin to make individual technician assignments.)

The maintenance group can easily computer-lee the availability forecast worksheet. Many
CM'MS' packages contain work calendars for the crew supervisor to update crew member
anlab‘hty for the coming work days. Then the scheduler can access the data whenever
needed. Of course, the crew supervisor must keep the data current. Even without a CMMS
system or CMMS labor calendar module, the company can use a computer network. The
scheduler can make a form on email or attach a spreadsheet program or word proceSsing
document with a representation cf Fig. 6.1. By exchanging this form back and forth by
email, the crew supervisor and scheduler produce the necessary forecast information.

Without getting current information from the crew supervisor, the scheduler might use
a standard forecast 0f hOW many work hours were normally available. In other words. the
scheduler would presume for a given crew that a certain number of labor hours were avail-
able every week. This standard forecast might presume that for a 10-person crew, one per-
son would be unavailable for one reason or another. So the scheduler would schedule for
nine persons each week. The scheduler and the crew supervisor would meet together occa-
sionally to assess any needs to adjust the standard. The problem with using a standard fore-
cast is that crew supervisors may not take the resulting schedule seriously. Whether or not
they finish all their scheduled work. they will get the same amount of new work the next

period. There is not much attention to carryover work which could be a significant prob-
lem. This approach figures that carryover work from the previous work remains about the
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CREW WORK HOURS AVAILABILITY FORECAST

For week of: to / /
...._._.._..—

For crew: By: Date:

Paid . Carry— Avail
Craft #Persons Hrs Leave Train Misc over" Hrs

*Carryover work is any work which has been
physically started in the current period, bl“ “Vi.“ "0t be-
finished and will run over into the forecast period-

 
FIGURE 6.l Worksheet to assist crew supervisors forecast how many labor hours are available
for scheduling work the following week-

same each week. Carryover work would be work that the crew started the previous week
bUI did not complete. One of the main reasons to base weekly scheduling on a prec1se
weekly forecast is to facilitate communication about performance. Scheduling to a standard
forecast hinders achieving this purpose. Nonetheless, this approach may be necessary in sit—
uations of extreme crew reluctance and minimal management support. _ . _

Figures 6.2 and 6.3 illustrate the use of the Crew Work Hours Availability Forecast
worksheet for a mechanical maintenance crew working a 10-hour shift. B. Jones. supervi-

sor of A Crew, has just received the availability forecast worksheet from the scheduler. The

crew consists of fivo persons: one skilled welder, one apprentice. one painter. and two
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mechanics. Jones feels that one of the mechanics possesses a very high degree of mechan-
ical skill. but the other mechanic is significantly less capable at the present time. Jones
knows that none of the crew will be in training any of next week, but the painter will be off

2 days for vacation. Jones considers the current jobs in progress. The welder’s currentjob
will not be finished today and requires about 5 hours next week to finish. The higher skilled
mechanic has been working a job for the past 2 days and claims it will take 5 hours next

week as well. The other mechanic will finish one job and start anothcrjob today that will
also take about 5 hours next week to finish. The other crew members should finish their cur-

rent work today as well. Jones plans to have them start and finish a new assignment. With

this information, Jones estimates the total carryover Work to be 5 hours of skilled welding,
5 hours of highly skilled mechanic work, and 5 hours of lesser skilled mechanic work.

Figure 6.2 shows that the supervisor begins completing the availability forecast work-
sheet by starting with a craft skill level listing for this specific crew. First. note that the
worksheet considers apprentices simply as helpers. This plant does not regard apprentices
as strictly in training for their craft and may utilize them where the high priorities of the
plant lie. It is expedient to follow this philosophy in the forecasting phase of the schedul-
ing, but to use the daily scheduling assignments to try to keep apprentices within their craft
Specialties. Second, note that the scheduler and the supervisor use the term mechanic to des-
ignate a fairly well-skilled mechanic technician. They use the term technician to designate
a less skilled technician in the primary craft of the crew, in this case mechanical. This use

of the terms allows planners, schedulers, and supervisors to communicate regarding skill
level even within a standard classification. Although the plant does not have a certification
program, Significant differences between the skill levels of the mechanics exist. The plant
needs to ensure not to allocate too manyjobs requiring highly skilled mechanics at the same
time. Normally a company could distingUish overall skill level through some certification
process or a progression of rank such as third, second, and first class mechanics to identify
the better mechanics. However, the subject plant has only mechanic, apprentice, and trainee
formal designations. Therefore. the planners and schedulers informally address the needs
forjobs by using the terms technician and mechanic on thejob plans. When a planner uses
the term technician, the job plan does not require a more capable mechanic.

Figure 6.3 shows the availability forecast worksheet after the supervisor enters all the
quantities for persons and hours. Jones only forecasts for the 2 days of vacation approved
for the painter. Supervisors do not presume there will be unexpected absences due to per-
sonal illnesses or sudden vacation day requests. The advance schedule sets a goal based
on current knowledge and encourages everyone to meet the schedule. Typically. man-
agement above the supervisor directs training and special meetings. Management decides
and sends various persons to different training claSSes or schools as well as coordinates
special meetings such as safety or outage planning. Management does the crafts a great
favor by SChEdUhng these types of special events at least a week ahead of time. Once
maintenance has set a weekly advance schedule, management assists maintenance in
building the plant’s confidence in the schedule by not encouraging deviation. Jones‘s
management has not scheduled training or meetings for anyone. Jones‘ 5 estimate of car—
ryover hours 18 important because the scheduler must allow the crew time to finish jobs
already in progress. The scheduler must not allocate new work for these labor hours. The
supervisor’s estimate of the amount of time required to finish carryover work is adequate.
Finally, the supervisor completes the total’s line for each type of work hour. The total’s
line helps in several ways. First, it helps to check the entries for accuracy of addition and
subtraction. It also draws attention to how many hours exist in the various categories. The
total magnitude of paid hours available to the crew and the effect of lost hours due to

training or carryover work often are unappreciated. In this case, 200 labor hours repre-
sent a significant company expense. Out of this 200 paid hours, the supervisor forecasts
165 available for work next week in the shown crafts and skill levels. Finally, the totals
lend themselves to tracking areas for improvement.
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CREW WORK HOURS AVAILABILITY FORECAST

For week of: to / I

For crew: By: Date:

Paid Carry- Avail
Craft #Persons Hrs Leave Train Misc over" Hrs

Mech :40: ' ' '

Heidi——

——.—_._—-.—

*Carryover work is any work which has been ‘
physically started in the current period, bllt WI.“ “M be
finished and will run over into the forecast pBI‘IOd-

 
FIGURE 6.2 Input of normal craft and skill level designations.

Figure 6.4 illustrates the use of the Crew Work Hours Availability Forecast worksheet
for another mechanical maintenance crew. J. Field, supervisor of B Crew._has Just
received the availability forecast worksheet from the scheduler. The crew consrsts of 15
persons. The crew has tWo welders, two machinists, and six mechanics. Field consrders
three of the mechanics to be significantly more capable than the others. Two trainees and
three apprentices make up the remaining five employees. Field w11| forecast the crew
available work hours from the following information. One of the welders requested 2
days of vacation next week. All B Crew apprentices must attend an entire day of class-
room training. B Crew will have a 1-hour safety meeting on Wednesday. After checking

on jobs in progress, Field makes an estimate for carryover work. Carryover work will
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CREW WORK HOURS AVAILABILITY FORECAST

 For week of: 5/10/99 to 5/13/99

For crew: A Crew By: B. Jones Date: 5/ 6/ 99

 
 
 

 

  

Paid Carry- Avail
Hrs Leave Train Misc over" Hrs

35

‘ 35

 Craft

Mech

# Persons  

 

 
 

—_._——-—-————

 

 
*Carryover work is any work which has been

physrcally started in the current period, but will not be
finished and will run over into the forecast period.

FIGURE 6.3 Completed forecast for the A Crew.

con51lstof2 days of welding needing a welder and a helper. l day of machine work, 1 day
of skilled mechanlc work, and another day of less demanding mechanic work.

As before. the supervisor classifies the mechanics according to skill describing them as
three mechanics and three technicians. The supervisor forecasts five helpers including the
three apprentices and both trainees. The classroom training makes only 30 hours unavailable
since out of the five helpers, only the apprentices must attend. The safety meeting on
Wednesday makes 1 hour for each person unavailable for scheduling in the Miscellaneous
column. The specific day of the week is irrelevant to both the forecast and the weekly allo-
cation. Only the available hours for the entire week matter. The daily scheduling routine later
will take this into account. Finally, out of the 600 paid hours. 455 are available for new work.
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Sorting Work Orders

In preparation of allocating work orders into the crew availability forecast. the scheduler
Sorts the plant‘s backlog. If the crew is responsible for only a certain area of the plant. the
scheduler will only sort those work orders. Later after all the scheduler allocates work for

every crew. the scheduler might be able to recommend that certain crews assist other crews.
The scheduler sorts the hacklogged work orders in order to preferentially select work orders
to allocate If there are more job hours in the backlog than the forecast. obviously the sched-
uler cannot expect the crew to complete all the work. Ifthe backlog has 1000 hours ofjobs.
then a crew expecting to have 455 labor hours cannot do all the work in a single week. The

CREW WORK HOURS AVAILABILITY FORECAST

For week of: 5/11/99 to 5/14/99

For crew: B Crew By: J. Field Date: 5/ 7/ 99

Paid . Carry- Ava“
Craft #Persons Hrs Leave Train Misc over” Hrs

Mech 3 x40: =_1L}1_

LIL/elder 2 K40: = 38 2'“
.. = 68

*CE'TYOver work is any work which has been .
physically started in the current period, but Will not be
finished and will run over into the forecast period.

 
FIGURE 6.4 Completed forecast for the B Crew.
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scheduler must select 455 hours worth of work to allocate for the Week. The scheduler sorts

the backlog of work orders into an overall order that will help determine which panicular

work orders are appropriate. Note that this presumes Scheduling Principle 4. proceeding
with a preference to schedule 100% of the forecasted crew work hours. not more ( 120%)
or less (80%). The procedure for allocating the work hours into the backlog proceeds with
assigning the higher priorities before the lower priority work. The procedure also makes
allowance forjobs on the same system and proactive work. In addition. the process shows
how to select among jobs of equal priority and Work type.

The scheduler returns to the planning office after delivering the Crew Work Hours
Availability Forecast worksheet for the crew supervisor to complete. The scheduler collects
all the planned work orders for a particular crew from the waiting-to-be-scheduled file and
organizes them on a conference room table. The scheduler sorts them into separate piles.
one pile for each priority. The waiting—to-be-scheduled file might already have separate
{elders for each priority to facilitate this step. Appendix J describes the priority codes for
the work order system. Then. the scheduler sorts each pile into a particular order.

The scheduler first sorts the highest priority pile. priority 1 (urgent). Note there are
no priority-0 (emergency) jobs in the backlog. Emergencyjobs would already be under
way and so are neither planned nor scheduled. By definition. all priority—l work is Clas-
sified as reactive work. Why is this reactive work sorted ahead of any proactive work?
The ideal situation would be to have only proactive work in a plant. The plant prefers
doing lower priority. proactive work to head off emergencies and urgent work.
However, priority-l work is urgent. It must be addressed. usually to restore lost capac-
ity or remedy an immediate threat to production. The purpOse of proactive work is to
head off any reactive work, but when proactive action has failed to prevent a reactive
situation, the situation must be addressed. Maintenance must first schedule urgent work
to restore the plant. However. lower priority. reactive work should wait until after equal
priority proactive work. In giving general preference to proactive work in this manner.
the incidence of reactive situations diminishes. Therefore. the scheduler considers pri-
ority-l work. which is all reactive and urgent, first.

The scheduler sorts the priority-l jobs into order with jobs requiring the highest total of
work hours on top. When the scheduler later allocates the work orders. jobs with more total
work hours are put in the schedule first. This will allow fitting smaller jobs of equal priority
into gaps of time remaining during the allocation process. This gap fitting would be more
difficult if the scheduler allocated smallerjobs first. The scheduler would have to allocate
only portions of largerjobs unnecessarily. The scheduler makes an exception to this sorting
for smaller jobs encountered if they belong to the same system as larger jobs already higher
in the group. In that case, the scheduler physically removes the smaller work order from its
natural order and staples it to the work order for the larger job in the same system.

Scheduling work together for the same system is important for several reasons.
Productivity increases if technicians can move from one job to a nearby job on the same
system. They do not need to lose time familiarizing themselves with a different system at
the start of each job. They avoid having to demobilize, travel. and move personal tool boxes
to a different site to set up again. Sometimes they can use the same scaffolding or insula-
tion clearing to get to the work. There is also a psychological boost to remaining on the
same system. Frequently the time between jobs is taken advantage of as being a logical time
to take breaks or “rest a moment" even when the jobs only last an hour or less. When jobs
are scheduled on the same system. there is a tendency to look at the entire system as a sin-
gle job through which to proceed with minimal delay. On the operations or production side,
combining same system jobs also helps improve plant operations. An operator prefers to
clear up a single system a single time for several jobs. A less organized scheduling effort
might have the operator clear up the demineralizer on Monday and Wednesday for two jobs
that could have both been done on Monday. Then on Friday. when the maintenance group
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requests the operator to clear up the deinineralizer a third time. the operator must refuse.
The operator must explain that the plant is in jeopardy of not having enough water in its
storage tanks. This scenario frequently occurs when no advance scheduling exists. The
supervisor then assigns work by picking. through the entire plant backlog for each nextjob.
The scenario also can occur if the scheduler does not place thejobs together in an advance

allocation. Unnecessarily clearing tip a system multiple times wastes time and frustrates the
operators.

Then the scheduler similarly sorts the priority—2 (serious) work orders by work order
size. biggestjobs on top. with three exceptions. The first exception is that the scheduler puts
all PM. preventive maintenance. jobs at the top of the pile. PM jobs are always prioritized
33 I’l'ic’l’itY-i2 jobs. They are considered serious and not simply routine maintenance With a
lower priority. The scheduler sorts PM jobs by job size within themselves. larger-ones first.
The second exception is similar as for priority-i work orders. If a work order is encoun—
tered that belongs in a system for which a larger or higher priority work order has already
been sorted, the work order is moved up and attached to the previously sorted work order.
This is done even if it means moving a work order from the priority-2 pile to the pnonty—l
pile to attach it to the other work order. The third exception is that for work orders of
approximately the same size with the same priority. the scheduler places a proactive work
order ahead of a reactive one.

Then the scheduler sorts the pile for priority-3 work orders with larger work orders on
[UP and PTt)3€1ive work getting preference for work orders ofapproxnmately the same Size:i
The scheduler physically moves any work order for a system already encountered an
attaches it to the other work order. even if it is in a higher priority pile.

Similarly, the scheduler sorts each pile of same—priority work orders. ‘

finished group for each priority arranged from top to bottom by size. There are esceptlonfi _

for same-system work orders stapled together, exceptions for similar-Sized proactiv: 331:4 K

Finally. there is 25

ahead of reactive work. and PM work orders at the top of the priority-2 stack (unles

was moved to the priority-i stack to be with a same system work order)- ‘ Th
Note that the advance scheduling process does not consider aging of work orders. 1t:

concept 0f aging is that an older work order should get higher attention than a Similar “50hr
order only recently written. That is. a low priority work order written 9 months ago mtgl
justify more attention than a serious work order written only yesterday. Aging might 2ch
a Work force that does not have weekly scheduling. If a crew‘is only compltfllng the to
priority work With low productivity. increasing the relative prionty of an Older-#3:” PU?“
ity job might encourage the crew to include it as well. Aging 15 not as helpful i ekrnainl;
tenance group allocates and expects a crew to complete a proper amount of wor eac
week. A properly sized maintenance crew is capable of handling all the work that comes
“Pa ”OtJUSt the high priority tasks. That means that the crewcan complete all the woak so
aging is not necessary to bring olderjobs to the top. Scheduling keeps the crew from ow—
ering its productivity to handle only the high priority work. Scheduling Pnncrple 2 states
the importance of correct priorities. Working lower priority JObS ahead of Clearly more
important jobs leads a crew to doubt its leadership. Doing the mostimportant work first
gives the plant more benefit by definition. So aging is really a tool to increase a crew 5 low
productivity. Aging would interfere with an already highly productive crew. Aging figures
that a crew is less productive than it should be. Aging figures that a crew is only deing'the
high priority work by choice. So aging simply raises the priority of some of the work into
the higher priority work to which the crew will give attention. On the other hand, a crew
already getting as much work done as it should can only give attention to another Job by
not doing a job already intended. So aging for the highly productive crew has Just made the
crew complete a lower priority job instead of a higher priority Job to the plant’s detriment.

Claiming that less important work should not be done ahead of more important work
does not say work should never be reprioritized. If an older, low priority work order for
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some reason merits more importance recently, then the priority should be increased. With

the same reasoning, perhaps a higher priority work order is now less important than previ-
ously thought. The planning system should allow for changing the priority of each of these

type work orders. One of the helpful additions to a planning group in this respect is an oper-

ations coordinator. This person or any knowledgeable operator can benefit a planning
group by a monthly review of an extensive backlog. The operations coordinator can deter-

mine if some work orders should be reprion'tized. This person has the authority to change
the priority of any work order on the spot.

The scheduler receives two things from the crew supervisor a few hours after the last

shift starts. The scheduler receives the completed Crew Work Hours Availability Forecast

worksheet and any work orders which had been scheduled, but are now not going to be
started this week. The supervisor has had time to assess the crew projected attendance for
the next week as well as the status of current jobs-in-progress. In the case of an entirely
paper-driven system, the crew supervisor physically hands over the work orders that the

crew will not start. (In the case of an entirely computer driven system. the maintenance
group might only print out the physical work orders when assigning them to the field tech-
nicians, if at all. The supervisor updates the computer changing each job to "in—progress“
at the beginning of the shift or the end of the previous shift for the coming day. Therefore,
the scheduler may consult the CMMS each week to determine which allocatcdjobs will not
be started.) The scheduler takes the jobs not to be started and places them into the priority
piles of work orders if they have already been arranged. The scheduler places these new
work orders into the piles where they would belong if they had already been in the back-
log. The actual allocation sequence can now take place.

Tables 6.1 through 6.3 illustrate sorting a plant backlog. The backlog belongs to
mechanical maintenance A Crew. An earlier illustration used this crew as an example for
forecasting. Table 6.1 shows the backlog arranged by work order number. The backlog
consists of 243 total estimated work hours as planned. Because A Crew has only 165 work
hours forecasted available, the scheduler must select the proper 165 hours to allocate for
the next week. A plant also generally prefers to have 2 to 3 weeks of backlog available. This
plant has less than 2 weeks of backlog. If this shortage is the normal case. the plant might
not be identifying enough corrective maintenance situations to head off later breakdowns.
The plant might also not be creating enough PM tasks. On the other hand, the maintenance
crew might be overstaffed for the work area. 0f the work orders in the backlog. work order
codes as defined in App. J define certain information necessary for scheduling. First. the
unit code N01 shows that most of the work orders are for North Unit 1. which is A Crew's
primary responsibility. Second, within Unit 1. the system codes show that a variety of dif-
ferent systems need work. Third, work type codes indicate the nature of the work. Code 5
is breakdown and failure. Code 7 is preventive maintenance. Code 8 is work recommended
by predictive maintenance. Code 9 is corrective maintenance that can head off failure and
breakdown. Fourth, outage code 0 illustrates that the scheduler considers only work not
requiring an outage of the entire unit for the normal work week.

Table 6.2 shows the backlog after the scheduler has physically grouped the work orders
into different priorities. In addition, the largest work orders have been placed ahead of
smallerjobs within each priority group. Note the scheduler places W0 (work order) no. 012
requiring 16 total labor hours ahead of WO no. 004 requiring only 14 hours. Similarly. W0
no. 004 is ahead of W0 no. 002, which requires only 10 labor hours. Each priority group is
similarly arranged with the only exception being for the priority-2 work orders. The sched—
uler must place PM work orders first within the priority-2 work orders. Work type code '7
defines the work as preventive maintenance. Therefore. the scheduler places W0 no. 005
at the head of the priority—2 group even though it has the fewest hours.

Table 6.3 shows the backlog after the scheduler has adjusted the groups considering
same-system work and other proactiVe work. First. the scheduler takes W0 no. 006 from the
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TABLE 6.! Plant Backlog for the A Crew Listed by Work Order NumberW

No. of

persons Est. Est.

W0 NO. Unit System Priority Work type Outage and craft hours duration 

001 NH” XE 4 5 O l welder 35 35
002 N0] CP 1 5 0 1 tech 10 10
003 NH] CV t 9 0 l painter 40 40
004 N0] FC 1 5 0 ] tech. 7. 7 7

l helper

005 NM CP 2 7 U 1 tech. 6. l2 6
2 helpers

006 N0! FC 3 5 0 I tech. IS. IS IS
I helper

007 Ntll JC‘ 2 5 0 l mech. 20. 20 20
l helper

008 N0] JX 3 9 0 ] painter 4 4
009 N0] CP 4 S 0 I niech. 2. 2 2

1 helper

010 NO] IF 3 9 0 1 tech. 3. 3 3
l helper

0‘1 NOI CD 2 3 0 l tnech. 10. 10 10
l helper

012 N01 BV 1 5 0 l welder. S. 8 3
l helper

priority-3 stack and attaches it behind WO no. 004 in the priority-l group. These work orders
are both in the same system. FC. Second. the scheduler takes W0 no. 005 from the priority-
2 stack and W0 no. 009 from the priority—4 group. The scheduler attaches both work orders
behind WO no. 002 in the priority-l stack. All three are in the same system. CF. Finally. the
scheduler scans the work orders to see if any of the proactive work orders besrdes PM should
be "10"“ "P in the allocation preference. Proactive work type 8 is work recommended by
predictive maintenance and reactive work type 5 is work to restore something that has
already failed. W0 no. 01 1 (work type 8) is currently behind W0 no. 007 (work type 5). If
WO no. 01 l were closer in size to wo no. 00?. say 35 to 39 labor hours. the scheduler would
move it ahead. However. in this case. the relative size dictates that preference be given to the
reactive work. In the priority—3 group, all of the work is proactive. work type 9 so no adjust—
ments can be made. The schedmer will use the order presented by Table 6.3 to select work
orders to allocate into the A Crew work hours availability forecast.

Tables 6.4 through 6.6 illustrate another example at setting a nonoutage. plant backlog
' 'fferent backlog because it is responsible for

a separate section of the plant. Table 6.4 shows the backlog arranged by work order number.
Table 6.5 shows the backlog after the scheduler has sorted the pnority groups and

placed PM jobs at the top of the priority-2 work orders.
Table 6.6 showa the backlog after the scheduler has grouped same system work orders.

This grouping should help maintenance and operations concentrate on the most needy sys—
tems in an organized manner. Notice this grouping also allowed the scheduler to move a
number of proactive work orders up into the priority—l group. There are seven proactive
work orders moved into this group, two PM work orders. three corrective maintenance
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TABLE 6.2 Plant Backlog for the A Crew Grouped by Work Order Priority. Size. and PM 

 

No. of

Work persons Est. Est.
W0 No. Unit System Priority type Outage and craft hours duration

012 N01 BV 1 5 0 l welder. it. 8 ti

l helper
004 N01 FC 1 5 0 1 tech. 7.7 7

I helper
002 N01 CP 1 S 0 1 tech 10 l()

005 N01 CP 2 7 0 1 tech. (3. 12 6

2 helpers
007 N01 JC 2 5 0 1 Inech. 20. 20 20

l helper
011 N01 CD 2 8 0 l mech, 10. 1t) 10

1 helper

003 N01 CV 3 9 0 l painter 40 40
006 N01 FC 3 5 0 1 tech. 15. 15 l5

1 helper
010 N01 IF 3 9 0 1 tech. 3. 3 3

l helper
008 N01 IX 3 9 0 l painter 4 4

001 N00 213 4 5 0 l welder 35 35
013 N01 [F 4 9 0 2 tech 6 3
009 N01 CP 4 5 0 ] mech. 2. 2 3

l helper———-—-—..__—.———__—_.—__

work orders, and one predictive maintenance work order. Without this grouping. the work
force may have had a tendency to concentrate solely on the high priority reactive work for
the week. A sanity check may also be needed after the forecast work h0urs are compared
with the sorted backlog preference order. W0 no. 023 is a fairly large priority—4 work order
that the scheduler has moved into the priority-1 group. After reading exact job descriptions.
the scheduler or operations coordinator may prefer holding it until the plant has addressed
some of the priority—2 work. An obvious case might be the inadvisability of attaching a 40-
hour. priority-4job to a single 3-hour, priority—l job. However. in the case of WO no. 23.
there are already 67 hours of work to be done for system FO.

Allocating Work Orders

With the crew work hour forecast in hand and the work orders stacked on the table. the
scheduler uses the Advance Schedule Worksheet, Fig. 6.5, to allocate the right work
orders for the week. This worksheet allows the scheduler logically to connect the backlog
with the crew time available. The worksheet form essentially consists of a blank sheet of
paper with horizontal lines. The horizontal lines lie on the form at the same heights as the
Crew Work Hours Availability Forecast worksheet (Fig. 6.1). The scheduler may tape or
staple the schedule worksheet side by side to the availability worksheet. The scheduler
places the worksheets together such that there is a long blank line immediately following
the available work hours for each craft skill level. For the ease of this discussion, the

scheduler does not physically attach the worksheets together, but writes the craft level and

forecast available hours on the extreme left of each line. The long blank lines allow for
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tabulation of remaining crew hours as the scheduler places each job into the schedule allo—
cation l'or the next week.

After writing the available hours on the left of each line. the scheduler selects the top
work order from the pile of highest priority work orders. The scheduler uses the long blank
line beside each craft skill level to write the remaining craft hours available after the sched—

uler subtracts the hours required by the selected work order. The scheduler then puts the
selected work order into the week's worth of work being allocated. This work constitutes
the weekly schedule.

The scheduler physically places the actual work order itself into a set of folders to deliver to
the crew supervisor. There is a folder for each craft skill level which is the lead for the work
order. For example. if the work order requires two helpers. the scheduler places the work order
into the helper folder. If the work order requires a mechanic and a helper, the work order also
goes into the mechanic folder since the lead person is a mechanic. If the work order requires two
welders and an Clt-‘Clficiun. the work order goes into the welder folder since the bulk of the work
(and probably the lead) is welding. Later these folders will help the crew supervisor find work
while assigning to the different crafts and skill on the individual crew. The craft skill level fold-
ers not only allow sorting of the work by trades or classifications. but they are also the vehicle
that physically transports the scheduled work orders over to the crew supervisor. Later at the end
of the scheduling period. the supervisor returns the folders to the scheduler with work orders that
were not started. The scheduler places these work orders back into the backlog for possible

inclusion in the next weekly schedule as the scheduler follows the advance scheduling routine. N
TABLE 6.3 Plant Backlog for the A Crew Adjusted for Work on Same Systems and Other
Proactive Work

______——________________—
No. of

Work persons Est. ESL _
W0 No. Unit System Priority type Outage and craft hours (11111111011

012 N01 13v 1 5 0 l welder. 8. 8 8
l helper

004 N01 FC 1 5 0 1 tech, 7. 7 7
l helper

006 N0} FC 3 5 0 Itet‘h, I5. 15 [5
I helper '

002 N01 CP 1 5 (J 1 tech 10 10
005 N0! CP 2 7 0 1 tech. 6. 12 6

2 helpers

009 N0] CP 4 5 0 I met‘h, 2. 2 2
I helper

007 N01 JC 2 5 0 l mech, 20. 20 20
l helper

011 Nm CD 2 g 0 l meeh, 10.10 10
1 helper

003 N01 CV 3 9 0 1 painter 40 40
010 NO] {P 3 9 0 1 tech, 3. 3 3

1 helper
013 N01 IF 4 9 0 2 tech 6 3
008 N01 1X 3 9 0 l painter 4 4

001 N00 ZE 4 5 0 l welder 35 35 
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TABLE 6.4 Plant Backlog for the B Crew Listed by Work Order Number 

 

N0. of

Work persons Est. Est.
W0 No. Unit System Priority type Outage and craft hours duration

021 N02 BS 1 5 0 2 tech 6 3
022 N32 UA 3 9 O 2 tech 14 7
023 N00 F0 4 9 0 1 tech. 20. 20 20

l helper
024 N00 HA 2 7 O I tech. 21), 20 20

] helper
025 N00 HC 2 5 O 1 tech 17 17
026 N00 F0 2 5 0 l welder 3 3
027 N00 HD 2 7 0 ] much 2 2

028 N00 HP 1 5 0 1 much. 8. 8 8

1 helper
029 N00 FW 4 9 0 2 helpers 12 6
030 N00 HD 1 5 0 lmech. | l 1

1 helper
031 N02 DA 3 3 0 ] mech. 21). 20 20

l helper

032 N02 DO 3 9 0 l helper 40 40
033 N00 F0 2 9 0 1 much. 14. [-1 14

l Lech

034 N00 F0 2 5 O 1 mach. 0. 6 5
1 tech

035 N00 KD l 5 0 ] tech 20 20

036 N00 FW 1 5 0 l mech. 6. I2 6
2 helpers

037 N00 F0 2 7 0 l mech. 4. 8 3
| helper

038 N31 U2 2 5 0 1 tech. 3. 3 3
1 helper

039 N00 F0 2 8 0 ] welder, 2. 2 2
l helper

040 N02 PD 3 8 0 l welder, I0. 10 10
l helper

041 N00 F0 1 5 0 1 tech, 4. 4 4
1 helper

042 N02 FD 1 5 0 2 tech 8 4

043 N31 UA 3 9 0 l mech, 2U. 20 20
l helper

044 N31 U2 4 9 0 2 helpers 2 1

The scheduler then repeats the work order selection process to allocate work orders into
the available craft hours. The scheduler selects the next work order from the top of the high-
est pn'ority work orders. If the selected job requires more hours than the hours left on a par-
ticular craft line, the scheduler must make a decision. The scheduler first tries to “work

persons down." such as using a mechanic as a helper. The scheduler might want to sched—
ule only part of a job, such as scheduling 30 hours of a 60~hour job if only 30 hours of a
particular skill are available. The scheduler might also decide the job cannot be scheduled
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because there are insufficient hours available. The scheduler places subsequent work orders

behind any work orders already in each folder. The scheduler continues the allocation
process until either the crew runs out of available work hours or the backlog runs out of

work orders. The backlog might run out of work orders altogether orjust run out of work
orders for which the crew has qualified labor.

After making the initial allocation grouping. the scheduler makes a final consideration of
proacuvc work and consults operations. The scheduler considers if he or she ought to place

TABLE 6.5 Plant Backlog for the B Crew Grouped by Work Order Priority. Size. and PM—___—____,____———

No. of

Work persons Est. Est.

035 NUU RD 1 5 0 1 tech 20 20
036 N00 FWV | 5 0 l mech. 6. 12 6

2 helpers

028 N00 HP 1 5 0 1 mach. 8. 8 8
1 helper

0-“ N00 F0 1 5 0 ] Each. 4. 4 4
l helper

042 N02 FD 1 5 0 2 tcch 8 4
021 N02 BS 1 5 0 2 tech 6 3
030 N00 HD 1 5 0 I mcch. 1. I I

| helper

024 N00 HA 2 7 0 1 tech. 20. 20 20
l helper

037 N00 F0 2 7 ' 0 lrnech. 4. 8 3
l helper

027 N00 HD 2 7 t1 1 mach 2 2
033 N00 F0 2 9 0 1 mach. 14. 14 14

| tech

025 N00 HC 2 5 0 1 tech 17 I7
034 M10 so 2 q 0 1 mach. 6. 6 6

1 tech

033 N31 U2 2 5 0 1 tech. 3. 3 1
l helper

039 N00 F0 2 g 0 1 welder. 2. 2 2
l helper

026 N00 F0 2 5 0 l welder 3 3

031 N02 DA 3 3 0 l mech. 20. 20 20
l helper

032 N02 DO 3 9 0 l helper 40 40
043 N31 UA 3 9 0 I much, 20, 20 20

l helper

040 N02 FD 3 8 0 I welder. 10. IO 10
l helper

022 N32 UA 3 9 0 2 tech 14 7

023 N00 F0 4 9 0 l tech. 20. 20 20
l helper

029 N00 FW 4 9 O 2 helpers 12 6
044 N31 U2 4 9 O 2 helpers 2 l__—.___——______-—-————-_—
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TABLE 6.6 Plant Backlog for the B Crew Adjusted for Work on Same Systems and Other
Proactive Work
——-————————.—__—__

No. of

Work persons Est. Est.
W0 No. Unit System Priority type Outage and craft hours durationmg“—

035 N00 KD 1 S 0 I tech 20 20
036 N00 FW 1 5 0 l mech. O. 12 6

2 helpers
029 N00 FW 4 9 0 2 helpers l2 6
028 N00 HP 1 5 0 l mach. 8. 8 8

l helper
041 N00 F0 1 5 0 l tech. 4. 4 4

| helper
037 N00 F0 2 7 0 l mach, 4. 8 8

l helper
033 N00 F0 2 9 0 1 "inch. [4. 1'4 14

1 tech

034 N00 F0 2 5 0 I much. 6. 6 6
l tech

039 N00 F0 2 8 0 l welder. 2, 2 2
l helper

026 N00 F0 2 5 0 l welder 3 3
023 N00 F0 4 9 0 1 tech, 20. 20 20

l helper
042 N02 FD l 5 O 2 tech 8 4
040 N02 FD 3 8 0 l Welder. [0. l0 [0

l helper
02! N02 BS ] 5 0 2 tech 6 3
030 N00 HD 1 5 0 1 mech. I. 1 I

1 helper
027 N00 HD 2 7 0 1' much 2 2

024 N00 HA 2 7 0 1 tech. 20. 20 20
l helper

025 N00 HC 2 5 0 ] tech l7 17
038 N31 U2 2 5 0 1 tech. 3. 3 3

l helper
044 N3] U2 4 9 0 2 helpers 2 I

031 N02 DA 3 3 o 1 mech. 20. 20 20
I helper

032 N02 D0 3 9 U l helper 40 40

043 N3] UA 3 9 0 l mech. 20. 20 20
] helper

022 N32 UA 3 9 0 2 tech [4 7—-————.—_______—_——___

any more proactive work into the schedule to replace low priority. reactive work. This might
be advisable for the allocation in which there is almost no proactive work whatsoever. There
will never be a reduction of reactive work if there is never any proactive work performed.
Both of the previous examples of backlogs contain a modest amount of proactive work and
so need no adjustment. Next, the scheduler consults the operations coordinator giving this
person a chance to replace any of the allocated work with work that the scheduler did not
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choose. Maintenance and production schedules must be integrated even when not consider-
ing outage work. The operations coordinator understands overall constraints of operations

being able to clear or release certain equipment at the present time. The operations coordi—
nator may also make final adjustments for the best benefit of the plant. In both of the exam-
ple allocations, the operations coordinator decides not to make adjustments.

The following. examples use the Work Order Allocation Worksheet to combine the pre-
vious forecast examples and previous backlog sorting examples into a week’s worth of
work. the weekly schedule allocation.

ADVANCE SCHEDULE WORKSHEET

For week of:

For crew: Date:

Forecast Available Hours Left

Instructions: Subtract job work hours from available
line total until balance reaches zero for each line or

backlog runs out.

 
FIGURE 6.5 Worksheet to assist the scheduler determine which work orders to allocate for the
week.
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Figures 6.6 through 6.12 illustrate using the scheduling worksheet to allocate the
nonoutage backlog for A Crew. The scheduler first copies the craft levels and l‘orecasted

hours from the Crew Work Hours Availability Forecast worksheet for A Crew (Fig. 6.3).
Figure 6.6 shows the resulting Advance Schedule Worksheet after this first step.

Then the scheduler selects work order no. 012. the first work order from the highest pri-

ority group forA Crew (shown in Table 6.3). W0 no. 012 requires a welder for 8 hours and
a helper for 8 hours. Therefore, the scheduler subtracts 8 hours from the 35 hours available
for welders leaving 27 hours available. The scheduler writes down “27“ on the welder line

indicating the hours now available. Similarly, the scheduler subtracts 8 hours from the 40

helper hours available and writes down “32" on the helper line to indicate there are only 32

helper hours now available. The scheduler places work order no. 0| 2 into a folder labeled
“Welder” for eventual delivery to the crew supervisor. Figure 6.7 shows the resulting
Advance Schedule Worksheet.

Figure 6.8 shows the Advance Schedule Worksheet after the scheduler selects work

order nos. 004, 006, and 002. The scheduler places all of these work orders into a folder
labeled “Technician" because that is the lead skill required on each.

The scheduler then selects work order no. 005 from the backlog. This work cannot be
allocated into the available hours as simply as the preceding work orders. This work order
requires 6 technical hours. but there are only 3 technical hours available. The scheduler
takes the 3 technical hours available and then takes 3 welder hours to use as technician

hours. The scheduler considers that a welder can perform the less complex mechanical
tasks required by a technician. The scheduler does not wish to use a more skilled mechanic

for the .work because the backlog contains a significant amount of priority-’2. skilled
mechanic work. The backlog has more welding work. but it is priority-4 work. Next. the
work order requires 12 helper hours, but only 10 are available. Therefore the scheduler
takes the 10 helper hours available and takes 2 more welder hours to use as helper hours.
Thus the scheduler subtracts a total of S welder hours from the 27 available leaving 2?.
available welder hours. See Fig. 6.9. These decisions of where to take hours require judg-
ment on the seheduler’s part. The exact choices are not critical. What is critical is that the
scheduler realizes the ability to allocate work to other than the exact craft and skill speci-
fiedby the 10b Plan. The scheduler must remember that the job was only planned for the
minimum skill level required,

Another question arises regarding splitting hours from different areas. ls the scheduler
requiring d‘ffefem Persons to perform fractions ofjobs? No. As the actual week later pro-
gresses, some JObs will run over and others under allowing the crew supervisor to assign
WhOIE—‘dohs t0 SpeCific individuals. The crew supervisor may assign a welder as a helper for
an entirejob, but probably not for only half of ajob. Actual experience has shown that this
method 0f fillOCatlng work for the week results in a quantity of work for which the crew
possesses the appropriate labor.

As the scheduler selects more and more of the backlog. more of these type decisions are
made. Figure 6.10 shows the results of the scheduler allocating work order nos. 009. 007.
and 01 1 into the weekly schedule. For both W0 no. 009 and WO no. 007 the scheduler has
the mechanic hours needed, but has to use welder hours for all of the helper hours. For W0
no. 01 l, the scheduler again has the needed mechanic hours available. However, the sched-
uler must again use another skill level for the helper hours required. This time there are no
more welder hours available, The scheduler decides to use the painter as a helper for W0
no. 01 1. Although there is painting work in the backlog, it has a lower priority than W0 no.
01 1. The painter would still have some hours to begin the painting job and could finish it
as carryover work the following week.

Finally. Figure 6.1 l shows the last work order that the scheduler places into the weekly
schedule. The scheduler does not want to overschedule the crew. W0 no. 003 requires 40
painter hours. The scheduler expressly states by writing a note on W0 no. 003 that only 10
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ADVANCE SCHEDULE WORKSHEET

For week of: 5/10/99 to 5/13/99

For crew: A Crew By:C. Rodgers Date: 5/ 6/ 99

Forecast Available Hours Left

(Work Order #)
#12

Mech 35

-lrI.‘ 35 7

U..=. hini

3;; r _O

T h 35

.L'll‘l‘ 40 32

Totals 165

Instructions: Subtract job work hours from avallable
line total until balance reaches zero for each line or

backlog runs out.

 
FIGURE 5-6 Input of original labor forecast and first work order for the A Crew.

paint job on the painter‘s last day of the week. The scheduler stops the schedule allocatton
process taking up all but 3 hours of skilled mechanic work hours from the forecast. There
are no jobs in the backIOg that take as few as 3 hours that the mechanic could perform. The
scheduler has allocated 162 hours of backlog work for the forecasted 165 hours the crew
has available. The scheduler considers this to be a l00% allocation. The scheduler does not

want to give the crew any occasion to suggest that too much work was allocated. The
scheduler now has work orders arranged in several folders. Mechanic, Welder, Painter. and
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ADVANCE SCHEDULE WORKSHEET

 For week of: 5/10/99 to 5/13/99

For crew: A Crew By:C. Rodgers Date: 5/ 6/ 99

 
   
  
  

  
 

  

 

Forecast Available Hours Left

(Work Order #)
--121#4i#6l#21

Mech 35 l 1 I I

'lt'. 57

Totals 165

 Instructions: Subtract job work hours from available
line total until balance reaches zero for each line or

backlog runs out.

FIGURE 6.7 Setting of columns to illustrate labor calculations with next three work orders.

'Tech-mcran. The scheduler did not place any work orders in a folder labeled Helper because
in thlS case, no work required helpers alone. The scheduler takes the work order folders
over to the A Crew supervisor. A Crew supervisor Jones will use the work orders to begin
establishing a daily schedule for the first day of next week.

In actual practice, Fig. 6.12 shows the actual worksheet as the scheduler would have
filled in the information. The scheduler would not have listed each work order at the top of
columns. Rather, the scheduler would have written in available hours left as the scheduler
selected jobs and placed them into folders.
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Figures 6.13 through 6.]? illustrate using the scheduling worksheet to allocate the
nonoutagc backlog for B Crew.

The scheduler first copies over the craft levels and forecasted hours from the Crew
Work Hours Availability Forecast worksheet for B Crew (Fig. 6.4). Figure 6.13 shows the
Advance Schedule Worksheet after the scheduler has selected the first leobs front the pre—

viously sorted backlog for B Crew. None of the these jobs requires the scheduler to con-

sider using a craft skill level other than the ones planned on the work orders. For each work
order. the scheduler merely subtracts the required work hours from each craft Skill level

ADVANCE SCHEDULE WORKSHEET

For week of: 5/10/99 to 5/13/99

For crew: A Crew By:C. Rodgers Date: M

Forecast Available Hours Left

(Work Order it)

#12: #41#6 . #2:

Mech 35 l 1 I I

35271:: K

20

35

Totals 165

Instructions: Subtract job work hours from available
line total until balance reaches zero for each line or

backlog runs out.

 
FIGURE 6.8 Labor calculations of available labor hours remaining,
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ADVANCE SCHEDULE WORKSHEET

For week of: 5/10/99 to 5/13/99

For crew: A Crew By C. Rodgers Date: 5/ 6/ 99

Forecast Available Hours Left

(ll/ark Order #)
~12: #4i#6 I #2:#5!

Mech 35 I 1 i i I

-l- r 35 2‘7

u; hini

'=.It ' 20

35

2 l

Instructions: Subtract job work hours from available
line total until balance reaches zero for each line or

backlog runs out.

 
FIIGUISE 6.9 Allocating first work Order to use other than the minimum labor skill that wasp anne .

lint; Then the scheduler puts the selected work order into its folder for the pertinent leadcra t.

After including the twelfth job, W0 no. 042, the scheduler runs out of room on the

worksheet. The scheduler simply labels the worksheet “Page i” and begins a second page.
Figure 6.14 shows the second page and the next five work orders selected. Similar to the

first page, none of the jobs requires the scheduler to consider using a craft skill level other
than the ones planned on the work orders. For each work order, the scheduler subtracts the
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required work hours from each craft skill level line. Then the scheduler puts the selected

work order into its folder for the pertinent lead craft.
Beginning with W0 no. 25. the scheduler must decide to work persons outside oftheir

top skill levels. WO no. 25 requires 17 technician hours. but only 9 are available. The
scheduler decides to use 8 mechanical hours to make up the difference leaving 88 mechanic
hours and 0 technical hours available afterward. Likewise. WO no. 038 requires using 3
mechanical hours as technical hours. There are no such decisions to make for W0 no. 044

ADVANCE SCHEDULE WORKSHE ET

For week of: 5/10/99 to 5/13/99

For crew: ACrew By:C. Rodgers Date:__i/_6./_92

FOI'ECBSt Available Hours Left
(Work Order #)
#12} #4i#6 I #2 1#5 I #9: #7i#11i

Mech 35 ' i i '. 133'. 13: 3

W‘.t' 35 27 i l :22: 20' at u ’g
; hini |

' 20 '

3s .7

Totals 165

Instructions: Subtract job work hours from :tvallable
line total until balance reaches zero for each me or

backlog runs out.

 
FIGURE 6.10 Allocating next three work orders. Each uses other than the minimum labor skill
that was planned.
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ADVANCE SCHEDULE WORKSHEET

 
 

For week of: 5/10/99 to 5/13/99

For crew: A Crew By:C. Rodgers Date: 5/ 6/ 99

   
  
  

   

  
 

Forecast Available Hours Left

 

  
 

  
  

 

(Work Order/i9
12: #4i#6 1 #21#5:#9:#7l#11: #3:

Mech 35 l l i l l33113l 3'. '.

W-n-lr 3 l I I '._1 0' 0: '. I
M hir' I I I I I I I I I

Pin r 20 ' ' ' ' ' ' '10 ' 0‘“l

T- 35 '23' 3' 3' 0' ' ' ' '

._-I--r 40 32 '

 Totals 165 3
 

*Only 10 hours 0f40 hour paint job assigned. WO#003

Instructions: Subtract job work hours from available
line total until balance reaches zero for each line or

backlog runs out.

FIGURE 6.1]
Allocating a partial work order.

and W0 no. 031. Each requires helper or mechanical hours which are available. Figure 6.15
shows the worksheet that results from including these four work orders.

Finally, Fig. 6.16 shows the resulting worksheet after the scheduler includes the last
three jobs in the backlog. The scheduler uses the remaining 13 helper hours for W0 no. 32.
Since this work order calls for 40 helper hours, the scheduler also uses 27 machinist hours.

This decision leaves 1 l machinist hours and 0 helper hours. W0 no. 43 calls for 40 techni-
cal hours of which none are available. Therefore. the scheduler uses 40 mechanical hours.

Likewise, the last work order in the backlog, WO no. 22 is planned for technical hours. The
scheduler uses mechanical hours instead. Now all the backlog has been allocated.
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In actual practice. Fig. 6.l7 shows the actual worksheet as the scheduler would have

filled in the information. . _ , .
Without the allocation system. the crew may have not realized It had the ability to com-

plete the entire backlog. Instead. the crew may have only concentrated on completing the

higher priority work. in addition. the allocation process identifies how many extra craft
hours are left. There are 45 craft hours left. I 1 mechanic. 23 welder. and l i machinist. The

scheduler has a basis to suggest using B Crew labor to assist A Crew next week. The B
Crew Mechanic and Machinist could not only complete W0 no. 010 and no. 013. but
replace 10 0f the helper hours on W0 no. 007. This would free up 10 hours of A Crew

ADVANCE SCHEDULE WORKSHEET

For week of: 5/10/99 to 5/13/99 9
For crew: A Crew By:C. Rodgers Date: 5/ 6/ 9

FOFECRSI Available Hours Left

Mech 35 3313 3

A‘.I.'r 35_7 2 00

ihini

Pin -r __0 0 0*

T h 35 23 3 3 0

HM 0 322510 I

3
Totals 165 __

*Only 10 hours of40 hour paintjob assigned. W0#003

Instructions: Subtract job work hours from evatlable
line total until balance reaches zero for each line or

backlog runs out.

 
FIGURE 6.12 Realistic completed Advance Schedule Worksheet for the A Crew.
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ADVANCE SCHEDULE WORKSHEET

 

  
  

  
  
  
  

  

  
 

  

 

For week of: 5/11/99 to 5/14/99

For crew: B Crew By:C. Rodgers Date: 5/ 7/ 99

Page 1
Forecast Available Hours Left

(Work Order #)
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Totals 455

 Instructions: Subtract job work hours from available
line total until balance reaches zero for each line or

backlog runs out.

FIGURE 6.13 Input of original labor forecast and first 12 work orders for the B Crew.

welder hours. Along with the 23 B Crew welder hours left over. this is almost enough
hours to complete the priority-4 welding job, W0 no. 001. There are two common prac-
tices to execute this assistance. One method would be for a crew supervisor to give the
other supervisor several work orders. The other method would be for a crew supervisor to
plan to loan the other supervisor several persons for a day or two. For example. presume
that on the scheduler’s recommendation, the A Crew supervisor gives the B Crew super-
visor work order nos. OIO and 013. In addition. the B Crew supervisor arranges to give the
A Crew one day of machinist help and two days of welder help toward the end of the week,
if necessary.
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STAGING PARTS AND TOOLS 

Staging is not essential to maintenance planning. Planning and scheduling can achieve
high productivity without staging parts and tools. Moreover. staging can be a time
waster. Nevertheless. staging can significantly boost productivity for completing more
work.

Staging means physically moving a part or a tool out of its regular storage place to
where a technician can more easily obtain it before ajob. Staging items reduces the time a

ADVANCE SCHEDULE WORKSHEET

For weekof: 5/11/99 t0__5_/_fl[9_9_

For crew: B Crew By:C. Rodgers Date: _5/_19_9

Page 2
Forecast Available Hours Left

(Work Order #)
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Totals

Instructions: Subtract job work hours from available
line total until balance reaches zero for each line or

backlog runs out.

 
FIGURE 6.14 Using a second page and allocating the next five work orders.
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ADVANCE SCHEDULE WORKSHEET

 For week of: 5/11/99 to 5/14/99

For crew: B Crew ByzC. Rodgers Date: 5/ 7/ 99

Page 2
Forecast Available Hours Left

(Work Order #)
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 Instructions: Subtractjob work hours from available
line total until balance reaches zero for each line or

backlog runs out.

FlQURE 6.15 Allocating the next four work orders. The first two work orders use other than the
minImum labor skll] that was planned.

technician would otherwise spend gathering parts and tools before ajob. A net reduction 0f
time for the company comes from a combination of increased specialization. planner exper-
tise, and reduced opportunity for delay trips. First, the person staging the part nomially
stages more than one job at a time, perhaps as many as needed for the whole crew. The

employment of staging reduces the overall number of trips to the storeroom when handling
several jobs at the same time. The person staging the items also gains a better than usual
familiarity with the storeroom, further reducing time to procure any single item. Second. if
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the person who plans thejob also stages the items. there is another advantage. The planner

who specified the item to begin with has the best idea of exactly what item the job requires.
This familiarity may speed the process ofobtaining the right part at the counter. Third, stag-
ing helps keep technicians on the job. Any trip away from the job to a storeroom or tool
room can csctlate beyond a simple delay to obtain the originally intended item.

Stagingis similar to having the operations group clear a piece of equipment. The mainte-
nance group prefers to have the equipment cleared before arriving onsite with three techni-
Cians 1! the operations group did not have the equipment ready the technicians would have to
wait or lose overall elliciencyifinding othcrjobs to fill the wait time. Therefore the operations

ADVANCE SCHEDULE WORKSHEET

For week of: 5/11/99 to 5/14/99

For crew: B Crew

Forecast Available Hours Left

(Work Order #)
»- 40.#21.#30i#2 71112411325 #
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38'

By:C. Rodgers Date: 5/ 7/ 99

Page 2
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Instructions: Subtract job work hours from available
line total until balance reaches zero for each line or

backlog runs out.

FIGURE 6.16 Allocating the final three work orders in entire backlog.
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ADVANCE SCHEDULE WORKSHEET

For week of: 5/11/99 to 5/14/99

For crew: B Crew ByzC. Rodgers Date: 5/ 7/ 99

Forecast Available Hours Left

Mech 107 101 97 96 88 85 65 2511

“My 38 363323

.11.: In’ 68 60 46 40381

P'n r

h 107 87836963 4335_'90

-lu-r 35 3_- _‘039 9189 695958383533 0

Totals 455

Instructions: Subtract job work hours from available
line total until balance reaches zero for each line or

backlog runs out.

 
FIGURE 6.17 Realistic completed Advance Schedule Worksheet for the B Crew.

group might normally clear the equipment during the night shift based on a request from the
prevrous day’s scheduling meeting or schedule. The technicians then arrive and go to work in
the moming without delay. Likewise, the maintenance group prefers parts and tools to be ready
for work. There might be overall inefficiency if two of the technicians have to wait for one
technician to check out a special tool or wait in front of the storeroom counter.

Consider several tasks by a school maintenance person as an illustration of some of
the benefits of staging. The school had identified a broken easel and a broken toddler

table. The maintenance person serving several schools showed up at 11:00 AM. The
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school secretary handed over a bag containing a replacement bolt and plastic fitting for
the easel and another bug with a washer and bolt for the table. The maintenance person
took the staged items and fixed both pieces of furniture in 20 minutes. The school secre-
tary had saved expensive maintenance service time by staging the parts needed. The sec—
retary had determined what items were needed by simply examining the furniture and

describing the problem to the appropriate school furniture supply company. This com-
pany had mailed the exact required parts the preceding week.

Consider another example from a modern electric power plant. The planner scoped the job
to replace a flanged valve. The planner staged a sling. gasket material. and 48 bolts, washers.
and nuts along with the replacement valve. The planner did not stage a necessary come—al-long
as this device was standard issue in mechanic tool boxes. The planner placed all the items

together on a pallet in the tool room. The planner identified the job as staged on the work order
and attached a copy of the work order to the pallet to aid later identification. The two assrgned
technicians later transported the materials to thejob site and expeditiously completed the work.

With staging in place. envision a technician arriving at work already knowing what Job
to start on from the previous day's schedule. The technician picks uphis or her too] box
along with a bag of parts staged the night before and heads to the job Site. _

The fOHOWing sections discuss what might be practical to stage. where items COUId be
staged. who should stage the items. and how to go about staging items.

{it
What to Stage

The maintenance group should consider staging all the items the planner inCIllded 1" the
10b plan. When planning ajob. the planner identifies the items that the planner ant1c1pates
the it?!) FBquires. The key word is anticipated. Just as the planner includes time for only
anticipated dfilays. the planner plans for only anticipated parts or tools. The planner esti—
mates the anticipatedjob cost using these anticipated times. parts. and tools. The planing
may inCIUdC an equipment parts breakdown with the job plan. but this 15_0nl3' a 115‘- Ff
work plan expressly identifies anticipated items for this job. Therefore. it follows that l
the job plan calls for certain items. those items could be staged. _ _ 9

HOWCver. a number of questions remain. What if it is uncertain what parts a jOb will need.
Perhaps a high chance exists that the anticipated parts will be unnecessary - Ill addition. per-
haps a high chance exi5ts that unanticipated parts will be necessary: If there ts a high proba-
bility that the technician will have to go to the storeroom for unantrcrpated items. why bother
to stage the anticipated items the job will certainly require? Moreover. What happegs [0
unused staged items on a job? What about time expended to return these items to stock.

Consider a technician that has already started ajob where the planner has antrcrpated the
use of several parts. The technician soon finds out the job requires only a Single speCific
part. The technician can obtain just that item from the storeroom. Thus. there are no estra
items taken to the job site and no leftover items to return. Why not have the planner JuSt
reserve the anticipated parts rather than stage them as well? Reservmg through advance
notice to the storeroom rather than the additional step of staging may be all that IS needed.

As one can see, these questions complicate decisions regarding whether to stage items.
Jobs vary just as do plant sites and plant processes such as receivmg and retumtng store—

room items. Therefore. the following guidelines help the maintenance force make better
decisions about staging.

Always stage anticipated items that are:

l. Nonstock and purchased especially for the iOb-

2. Certainly needed for the job and there is little likelihood any other items from the same
place will be needed. Example.- Job to replace air filter.
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Favor staging anticipated items where:

1. There is high likelihood item will be needed.

2. There is low likelihood other items from the same place will be needed.

3. Technician time is valuable.

4. Technician time is limited.

5. Persons to stage items are readily available.

6. Equipment downtime is valuable.

7. Equipment downtime is limited.

8. Distance to the storcroom or tool room is excessive.

9. Availability or accessibility of storeroom or tool room is limited.

10. It is relatively difficult later to transport items to the site if they are not staged.

11. Item is easily returnable to storeroom or tool room.

12. Item is disposable if unused or lower in value than would be worth technicians‘ time
to return.

13. There is some experience with planning and scheduling.

. 14. There is high maturity and sophistication of the planners to anticipate items correctly.

3 . 15. There is high confidence that the job will start the week or day scheduled.

Do not stage items that are:

1. For unscheduled jobs unless a nonstock item was exclusively obtained for a job.

2. Difficult or impractical to move repeatedly due to size or storage requirements.
3. Difficult or impractical to move repeatedly due to legal tracking requirements.

‘ Scheduling is frequently the most critical factor influencing staging. Chapter 3 presented
._ the case that if work could reasonably be expected to start in a given week. staging could be

y practiced. If there was no advance scheduling to tell when maintenance expcclEd 10 start
Jobs, 1t mlght be impractical to stage parts or tools. One problem arises from taking parts or
tools out of stock for ajob that the maintenance crew may not start for quite a while. The
staging makes the parts and tools unavailable for other jobs. The second problem arises from
the physical storage of the staged parts and tools. Temporary holding places for staged items
become overwhelmed and items become lost. On the other hand, if the maintenance group
schedules a job for the next day or the next week, staging parts and tools can boost produc-
tiVity. Staging a part or tool for a scheduled job makes sense because there is a commitment
to starting the jobs. In that case, the staged items become properly unavailable for use else-
Where because they really do need to be reserved forjobs about to begin. In addition, because
their jobs are about to begin, there is limited danger of overfilling a designated staging area.

Where to Stage

There are various possibilities for where the maintenance force may stage items. each with
advantages and disadvantages. These possibilities include central staging areas, scattered
staging areas, job sites. crew ready areas, and technician benches. Moreover, combinations

of any of these approaches may be the most practical for a particular plant situation.
A central staging area would be an area where any item could be staged. The area could

be part of another operation such as the tool room where technicians come to a counter to
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request their items. The area could otherwise be one dedicated for staging without a counter

where some or all technicians have open access. Using a central staging area gives fairly good
security to keep pans from being lost. Persons have little doubt where an item is staged
because there is only one possibility. A central staging area lends itselfto uniform procedures.
especially with a counter operation. Unfortunately. the central staging area may not be better
than leaving the items in the storeroom if the technician still has to go to a counter and wait

for the attendant. Despite this concern. staging storeroom items in the tool room may still be
a good idea. The maintenance group may have better control over the staging area than the
storeroom. Many companies place the storeroom under the control of a group other than
maintenance. The storeroom management may be unwilling or unable to make its checkout
procedure user friendly. In this case. having a few persons stage the anticipated items out of
the stateroom to a more readily accessible tool room for the bulk of technician activity makes
sense. Geographic accessibility also makes a difference. The storeroorn may be more
remotely located than the staging area for most jobs. There may even be several storerooms
scattered about the plant site for various types of goods. Having an efficient operation to stage
items to a central loeation might increase overall efficiency. Technicians would not have to
be as familiar with the various storerooms to obtain a part if they could go to a central stag‘
tng area. A central staging area has several disadvantages versus other staging options. It may
be better to stage items closer to job sites to speed up work. Also. a central staging 31133 may
still require the technicians to make a side trip. Each extra trip during the clay invites techni—
cians to add unnecessary delays. Technicians might check with the supervisor or technlCla-fl
tnends “just to see what is going on." They might run by the machine shop to use the tele-
phone “t‘or a minute." Then the technicians must refamiliarize themselves with thejobs when
they return. Mostly due to simple human nature. the delays add up when the staging area does
not support technicians staying on the job site.

Scattered staging areas attempt to remedy the shortcomings o
arrangement. there are several designated areas for staging. They are scattered thr
the CXICHSWC plant area. The locations are close enough to the general areas of work to N
“Old inViling any unnecessary side trips. They are also located out of regular traffic path-
ways, but easy to find. These staging areas are not necessarily elaborate and rnay be Slm'
Pl)’ fOFmCd with lines of yellow paint. One aluminum rolling mill operflflod outlines
squares 0f SPace on the plant floor in this manner. A more compch area might involve a
shed. This is how one steam plant set up a staging area for specialized turbine tools on the
turbine deck. Such a secure area may have a counter with an attendant and be open only
during Certain turbine work. At other times. limited access is available to supervisors or cer-
tain technicians. Other variations abound in between a secure shed with a counter and a
painted square space. A shed. room. or cage could exist with or without a door lock or pad-
IOCk- Large wooden boxes could be placed in strategic locations. Expensive or inexpensrve
She'Ving can be utilized. A closely associated issue is having access to tools at various loca-
tions throughout the plant. A particularjob on a burner might require specraltzed tools that
the plant uses nowhere else. It would make sense to have the burner tools located in a tool
box on the burner deck ready for use whether a job is in the backlog or not. It could he
1“ng whether this is scattered staging or a scattered tool room. In either case, the Objec-
tive is to have items on hand to reduce travel and delays during the job. The disadvantages
of a scattered staging strategy revolve around having less control and requiring more coor-
dination. There is less security to prevent missing parts. It takes increased effort to take
items to more than a single location. Nevertheless. having scattered sites close to the work
areas can reduce delays to improve productivity.

Staging material directly at a job site provides the greatest advantage of not having to
move parts repeatedly and limiting reasons to leave the job site. On the other hand. this
arrangement provides the least security against missing parts. It could also contribute to a
more hazardous plant site with parts located every which way. There is also danger for

f central staging. In this
oughout
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damaging items before they can be used if they get in the way of other plant maintenance
or operations. The amount of coordination involved in finding each specific job site to
receive items could be a further problem. Even with good coordination. there is a signifi-
cant chance of putting an item at the wrong site and in effect losing it. On—site staging might
make sense for a rotating spares program where there is a designated storage accommoda-
tion for the extra equipment. It is also practical to deliver large. nonstock equipment
directly to the job site. It may also work out for items that are not readily transported later
such as medium to large motors, valves, piping, and pumps. Note that the size of these items
also makes it unlikely that they would be carried away from the job site. One plant makes
the last duty of the day for tool room attendants to move heavy equipment such as cranes

to the sites for the next day’sjobs. Smaller items such as gaskets, small valves. and fittings
are more practically staged in crew ready areas or on technician work benches.

The crew ready area is a likely place to stage relatively small items. Many crews have
a designated area where they check in each morning. The crew may also use this area as a
break room. Having a shelf or side area in this room for staged items reduces the need for
an extra trip to a central staging location. This is especially true of the first job for the day
and usually for a second and thirdjob if breaks can be coordinated between jobs. The super-
visor has some measure of control over such a location which may be an advantage over
scattered locations or job sites. The supervisor also may be more interested in the staging
operation with its visible presence there. A supervisor receives excellent feedback of how

staging is working when the crew receives items in the supervisor‘s presence.
Technician benches cannot be overlooked as likely places to stage items. Many compa-

nies have a work area of sorts for every technician. This is especially true of many 1&C
technicians and electricians. It is also common for mechanics and other mechanical crafts

to have work benches. These work places allow technicians a clean shop area to work on
devices and equipment. Cleanliness gives a great hoest to any maintenance task.
Companies would rather a technician be free to concentrate on keeping gasket faces clean
than to worry about where to obtain gasket material. Planning ahead to ensure parts avail-
ability and staging to deliver parts helps the technician’ s concentration. Technician benches

are natural places to consider staging items. The technicians consider these areas their per—
sonal spaces and check in there just as they would their crew area each morning. In addi-
tion, technicians conduct many of the maintenance tasks in whole or in part on their bench.
Therefore, staging items here might mean the technicians need not make any trips else—
where. Consider a job to replace a gasket on a leaking flange. On this job. the technician
needs to cut a gasket from a roll of gasket material. The planner has noted the size of the
gasket needed as well as the gasket material. The day before the job. the supervisor has
someone from the tool room drop off enough gasket material on the technician‘s bench for
the job. The next day, the technician cuts the gasket, grabs rubber boots, and heads to the
job srte with the tools to fix the leaking flange. Drawbacks to staging on technician benches
include a limitation on item size and possibly limited space available. The same coordina-
tion and security drawbacks of having multiple and scattered staging locations exist. An
additional problem, unique to staging items at the technician benches, is that the person
staging 1tems must know the name of the assigned technician. The crew supervisor makes
theasognments with the daily schedule. Because the weekly schedule does not identify the
asstgned technician, the person would not be able to use the weekly schedule to stage the
items. Staging would have to be done daily from the daily schedule.

Who Should Stage

Normally the pianner stages items, but there is equal opportunity for the scheduler, materi-

als purchaser, tool room personnel. storeroom personnel, crew person, or even the supervi-
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sor to perform this function. Staging must not come ahead of other planning duties if man-

agement has excessively limited the number of planners. The materials purchaser is prob—

ably the bell! person to stage nonstock items received. In addition, if the staging is based
more on the daily schedule than the weekly schedule. the supervisor or his or her designee

would be tnorc appropriate to do the staging. For simplification. the following section calls
the person who does the staging. the staging person.

The Process of Staging

After the scheduler makes tip the weekly schedule. the staging person reviews the sched-
"lCd Work orders. This person might review them before delivery to the crew supervisors
or later in the supervisor's offices. (Alternately the planner could review. and mark. the
work orders and direct the staging person.) To avoid delaying the receipt of the weekly
schedule by the crew supervisor. tlie staging person may find it tnore desirable to work from
the crew supervisor's office. The permit would also have better access to the work orders.
The Singing person marks the work orders for which items will be staged and makes a COPY
of each work order that will have staged items. Then. the staging person takes the work
order copies to the storeroom and tool room and collects the items to stagcr The staging per—

son lakes the collected items to the appropriate staging locations and attaches the work
order copy to groups of items for eachjob. The person places items in appropriate contain-
ers such as bags for bolts and loose items. each marked for the appropriate work Ofdef- If
there are several containers for the same work order. the staging person marks the work
order copy as having four bundles and each bundle as 1 of4. 2 of4. 3 of 4. and 4 0f4- 93d}
With the work order number. These activities may take one or more trips-

The Staging Pcrson must relocate the original work Order for any items that were sup:
posed to be Stagod. but could not be staged for some reason. The person marks these work

orders flCCordingly. The staging process might discover an unexpected problem With item ‘availability lhat will impact ajob. In this case. the staging person informs the crew supervll- .
sor and planning so that the job will not be assigned until planning remedies the Prflblel'“; n
the case where the daily schedule is utilized. the same process is followed on a dfllly b‘lS‘Sa

What happens to staged items for ajob that is not started in its assrgned day or allocated
week? The items that were staged for this job are not collected and returned. It is Prebimif’
that this job will likely be assigned on a subsequent day or allocated to the next need it
work. The lob is simply Considered already staged. This situation could get out Of ban 1
mm are ““1“le Slaged that never start. Staging areas could become overrun and inyen-
tory stocks could become depleted. This scenario is more likely for the plant ’lhdl stages
without any scheduling. Stagine accomplished after some scheduling effort keeps these
problems to an acceptable level.l3aily staging for only the next day 5 work lowers the prob-
ability of these problems even further. . - Th d'fi”

One thing to realize is that there is a limited time available to stage items. e t t-
CUIW COITICS in the timing because the advance schedule is only an allocation of work and
does not denote which day activities might begin. If the staging person wants to use the
advance schedule, there is not much work time after which the schedulebecomes avail—
able before the work week begins. If the crew works Monday through Fnday._7:30 AM to
4:00 PM, the advance schedule woum be available Friday afternoon for the staging person.
The staging person could extend the work time available by working a weekend or
evening shift to Stage items_ If the crew works another type shift. other times may work
better. Consider a crew that works Monday through Thursday. lO-hour days. The staging
person COUld work Monday through Friday 8-hour days and have Thursday afternoon as
well as all day Friday to stage. In addition, ifthe supervisor prepares the first day‘s sched-
ule soon after receiving the weekly allocation. the staging person could first concentrate
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on staging parts fer that first day‘s work. Then the staging person could spend a small
amount of time each day reviewing the next day’s schedule from the supervisor and stag-
ing the appropriate parts.

In summary, staging can help improve maintenance productivity. but it is not essential to
effective planning and scheduling. Furthermore, staging can become somewhat complicated
to execute properly. Among a number of guidelines. scheduling control and experience die-
tate the successfulness of staging. Imagine a common household situation. One adult plans
to hang several pictures and Shock the swimming pool one night during the coming week.
This person “stages” a hammer, several nails. and a bag of pool shock on a kitchen counter
as the items are encountered during other weekend tasks. However, the items disappear from
the counter as the week proceeds and wind up in various drawers or garage shelves. The per-
son’s Spouse has put the items away to avoid clutter. The tasks of hanging the pictures and
shocking the pool have become more complicated now as the location of the necessary items
has become uncertain. Industry commonly experiences the same primary problems hinder-
ing these maintenance tasks, namely an improper staging area and an imprecise schedule for
the work.

DAILY SCHEDULING 

As discussed for Scheduling Principle 5 in Chap. 3, the crew supervisor schedules Work
orders on a daily basis. Formal daily scheduling assigns specific individuals to specific
work orders in a manner that accounts for each labor hour available and work5 toward the

goal of completing the work allocated by the weekly schedule.
Without formal daily scheduling, a natural tendency encourages supervisors to con-

centrate on higher priority work. Without something to encourage completion of lower
Priority work as Well, most of the maintenance work started might be only the higher
priority work. Supervisors might also tend to assign the more skilled technician-‘4 to this

important Work. This leads to a phenomenon of actually giving the less skilled techni—
crans busy work,“ many times work without a work order. These latter technicians
might be 86m to provide unneeded assistance on the higher priority jobs. They might
also be allowed to take extra time on thejobs they are assigned. The supervisors dCSiTC
{9 save the higher priority work for the higher skilled technicians. At the same time. the
higher skilled technicians may see themselves as unfairly having to do most of the work.
Consequently, the Supervisors do not require schedule accountability. In short. produc-
tiv1ty is left to the diScretion of the high skilled portion of the work force to work at a
reasonable pace on only the importantjobs of the day.

In contrast, a formal, daily scheduling routine encourages the supervisors to focus on the
completion of work orders rather than on keeping employees busy. The daily schcdule rou-
tine ensures all technicians who work on work orders to be accountable to a schedule. The
daily schedule makes sure everyone has a valid work order job. The daily scheduling routine
encourages the supervisors to give the less skilled technicians greater challenge by not hold-
ing back JObS to save for other technicians. The daily schedule discourages the use Of blanket
accounts for time reporting because the daily schedule form plainly shows assignments. The
daily schedule gives the supervisor a tangible tool with which to work toward the goal of fin—
ishing all the jobs scheduled for the week and showing what other work may have prevented
them from meeting the goal. The daily schedule provides a means for the supervisors to keep
track of all the jobs currently in progress and the jobs due to start the next day. The daily
schedule requires the supervisor to consciously manage the crew. Having more jobs going on
at the same time requires an attentive supervisor, as issues of personalities, working on jobs
of more challenge, and more logistics problems arise.
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The daily scheduling process begins with selecting work orders and assigning

names. then coordinating with the operations group. and finally handing out the work
order assignments.

Assigning Names

Different exact methods exist to schedule work for a sin.‘_-116 crew dd)" The important ele-
ments are that the scheduling method attaches particular tasks to each crew member 5 name

and that the method [ills each crew member's available work hours: For esiimpler the crew
supervisor should assign l0 hours of work to each crew member available for 10 hours. The

supervisor bases the assignments on the planned estimates for the work orders. Depending
on the industry. the supervisor might also denote the exact time during the da)’ ““3“ eac
lob should start or end. This would be more the case for a PI'OdLlCl line taken out Of blaring?
with exact scheduling from the operations group. It would be less the case where openinofls
can clear up certain areas for a day of maintenance without significant production prob ens.
This chapter's outage section later addresses the urgency and coordination of outage wig]-

The crew supervisor normally schedules the daily maintenance activates for the Cf€\;- e I;
scheduler might be able to do the operation of daily scheduling: leavmg the Su'Pen isornreE00
manage work in progress and people issues. However. the daily scheduling is ”91133 y
integrated into the management of the crew for the supervisor to tmnSfCl’leflY ”“3 rig-york

Figure 6.18 shows a typical form that supervisors might USB to asstgn maples 'd with
orders. The supervisor uses the form for a specific day. The form COHSIStS-O a $1 near
spaces for Work orders on the left and crew member names on the top- A Sulgle i126 ten
the bottom takes care of nonwork order time such as vacation. Codes allow identl 1‘33 1

DAILY SCHEDULE

DAY: DATE:

SUPERVISOR:
_ . Comments

“/0 Uni Prt Short Descriptio

 
   

SpecialCSodes: Special Code
V-Vacation S-Sick & H
T-Training O-Other ours
A-Assigned OITCrew Total

 
FIGURE 6.18 Form for daily scheduling.
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of specific types of nonwork order time. The bottom line provides a space for totaling each
technician‘s time. These totals help the supervisor assign enough work to fill each hour of
the shift for each person.

Figure 6.19 shows how the B Crew supervisor has added the name for each member of

the crew. The supervisor can add the names one time and then copy enough forms for a
supply of preprinted, daily scheduling forms. The company‘s graphics department might
publish these daily schedule forms in pads.

Figures 6.20 through 6.24 illustrate the use of the daily schedule form for B Crew using
the previously developed Crew Work Hours Availability Forecast (Fig. 6.4) and the allo—
cated backlog for the week (Fig. 6.17 and Table 6.6). First. Supervisor]. Field adds the day
and date for the day being scheduled. Field is scheduling for Tuesday. the first day of the
work week for B Crew which works lO-hour days. Figure 6.20 also shows the craft skill
level for each person: M. T, S, W. and H for mechanic. technician. machinist. welder. and
helper, respectively. Such designation is normally unnecessary because supervisors are
familiar with their technicians’ capabilities.

The supervisor first enters unavailable hours for different crew members. The supervi-
sor marks the crew members who are unavailable for the next day for training. leave time,
or other reason. The supervisor marks the form by placing the number of hours any
employee is unavailable under the employee’s name along with the proper reason code on
the special code line. Field had approved [0 vacation hours for welder Hunter that day.
Next, the supervisor adds any carryover hours from the preceding work day. The supervi-
sor writes down the work order number and brief title of any carryover work that will run
into this next day’s schedule. The supervisor marks down the hours needed during the next
day for carryover on the same horizontal line as the work order, but under each involved

DAILY SCHEDULE

DAY: DATE:

SUPERVISOR:

W0 -- Uni Pri Short Descriptie CommentsI...Richardsm I...Sanchez I...Wilson I...Young

Special Codes: . Special Code
V-Vaeatton S-Sick

T-Training O-Other & Hours
A-Assigned Ofi'Crew Total

 
FIGURE 6.19 Example preprinted form with crew member names.

CiM Ex. 1060 Page 38



Attachment 1a

CiM Ex. 1060 Page 39

Attachment 1a

BASIC SCHEDULING 6.39

U I HDAILY SCHEDULE
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FIGURE 6.20 Input of date for the 8 Crew to schedule the first da)’ 0f “'0”; “'CCk'

technician‘s name. Whenever the total hours for any individual reach ten, the su'ljenhsh'r
writes 10 0n the bottom line of the form. Figure 6.2l shows the results of these enti’IBS- NOte
that at this point. six persons of the IS person crew have been assigned theirenUre IQ houtil’lsé

Next the supervisor must consider any urgent work that has come up Since thr; tap: not
weekly schedule was established. There may be several new urgent JOhS that S ‘1” in '0b
wait until the next week to begin. The supervisor adds to the dally SCthllle any “fee wjork
that should begin that day. Such reactive work is planned, but planning 0“ rfiagtive This
usually provides only an adequate scope and estimates of craft needs and w‘or ours. d.
plan is all the crew supervisor needs to work the job into the schedule. With eve; a 11:. 1c;
mentary Plan, the supervisor keeps control of the schedule because planning has 1 enti iek
craft and time. The supervisor makes the decision to work these .thS ”“0 the GUI—“33‘ “’0;
103d kNOWing that they will hinder the crew‘s completing all the weekly schedule “if; d
The 5UPCWisor Would prefer to wait until the following week to begin a“ newly 'hehh 13
work for several reasons. First, jobs already scheduled for the current weekhave a greater
likelihood of being staged leading to higher crew productivity. Second. waiting until next
week gives the new jobs a better chance of having their items staged. Third, the current
week‘s schedule was put together with some thought toward including all PM work plus
sufficient other proactive work. The new job is reactive and Will presumably keep proac-
tive work from being done. Fourth, there is less chance to coordinate other resources such
as other crafts. Management measures schedule compliance tovencourage-crews to get more
work done. Working on the weekly allocation of Work orders is a high priority for the crew
supervisor. Nonetheless. the crew supervisor mast redirect crew resources to work on truly
urgent work for the good of the plant. The overall scheduling process is geared toward
doing more Work and doing more proactive work. However, the overall goal of the plant is
notjust better future availability, but availability in the immediate present as well. Urgent
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   DAILY SCHEDULE
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Special Codes: Special Code V
V-Vacation S-Sick & H r 10
T-Training 0-Other on s
A-AssignedOlTCrew Total 1010 10 10 10 10

 
     

FIGURE 6.2] Indication of craft skills. Input of unavailable crew hours and canyovcr work.

reactive work cannot be ignored. The
immediate attention. This reasonin
ing and the immediate direction of

schedule when necessary and later
The supervisor does not have to

schedule. Crews always begin tru
next day or the start of the shift. it

crew supervisor must address these areas needing
g is why the supervisor is responsible for daily schedul-
the crew. The crew supervisor deviates from the weekly
explains such variances to management.
consider emergency work when planning the next day's

6 emergency work immediately. If it can wait until the

may be urgent work. but it is not emergency. The super-
vtsor immediately reassigns technicians from their current assignments for any emergency
work. The supervisor makes note of these reassignments by marking up the current day‘s
schedule. but there is nothing to mark on the schedule for tomorrow unless the current work
will carry over. Then it is treated on tomorrow’s schedule as carryoverjust as any job still
in progress. If an emergency job were to come up in the middle of the night before the start
of the next shift. the schedule would have already been completed. The supervisor simply I
revises the schedule as necessary to reflect the already assigned persons.

The weekly schedule still helps improve weekly productivity even when crews do not
start scheduled work as a result of emergency or other urgent jobs arising. When reporting
van'ance from the weekly schedule, it is difficult to eXpiain why only one emergency job
and three urgent jobs kept ten scheduled jobs from starting.

In the current illustration for B Crew, no emergencies or urgent jobs have come up for
consideration in the current day’s Work or for the following day. This plant places an empha-
sis on preventing urgent situations. Personnel report small problems that can be handled
proactively before they grow into large problems. Management discourages anyone includ-
ing engineers from requesting work at the last minute that they could have identified earlier.

Next, the supervisor inspects the week’s worth of work consisting of the folders with
work orders. The advance scheduler had prepared these folders for each lead craft.
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Generally the supervisor starts with the folder that represents the bulk of the crew. This

folder has the most Work since there were more persons for which the scheduler had to give
work. The supervisor selects one job at a time and places the work order number on the
daily schedule form along with a brief description of the work. Then the supervisor assigns

the preper crew members to the job by allocating the work hour estimates under their
names. The selection ofjobs and assignment of persons is not an exact science. The super—
visor prel'ers to consider higher skill work ahead of lower skill work to help keep assign-
ment options open. Another preference the supervisor follows is to assign a large job to
several persons. then keep those persons together for the day by assigning smallerjobs to
fill their available hours. Selecting the larger. high priorityjobs first leaves smallerjobs for
fitting into schedule slots to make up a person's whole shift. The supervisor's skill in work-
ing with personalities comes also into play. This consideration is beyond the ability of the
scheduler to make when creating a weekly schedule. Which crew members work bBSI
together? Which employees do not get along with each other? Which employees do not
cooperate well with anyone? Which employees enjoy a certain type of work? Which
employees need a challenge? Which employees possess the necessary skill to accomplish
a unique. critical task? Which employees seem to need extra coaching and supen’tslon?
Which employees work best independently? Which employees need more BXP‘?“‘=“CE

working together with others? Which employees want opportunities to develop ‘1‘?" lef‘d;
ership capabilities by leading largerjobs? Which employees rank high 0“ the. overtime llSt'
These employees might be assigned to critical jobs that could run over requiring overtime.
Which employees have the most familiarity with a particular sYSleml-l Which employees
need more experience in a certain system? Which employees need more expenFnce devel—
oping a particular skill? Which employees most successfully knock out a series of small
jobs? Which employees always seem to stretch their jobs to mid-day or to the end of the
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FIGURE 6.22 Input of the first two jobs from the allocated weekly backlog.
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FIGURE 6.23 Input of the next three jobs into daily schedule.

shift? The supervisor’s knowledge of the crew allows taking these considerations into
account when assigning the allocated work on a daily basis. U

The supervisor should resist assigning more than the estimated hours on the work order.
For example. 1f the work order has an estimated requirement of two mechanics for 6 hours
each, the supervisor would put “6” under two crew member names. not “8" for each to fill
UP If“ 8-hour Shlft: Thejob may end up running over. but the supervisor does not want to
begin by aFlthtpatmg the job will consume the entire shift. The assignment of exact work
order hears would be a good check area for concerned managers. Checking the daily sched-
ule may indicate a problem with most jobs seeming to be always planned for 10 hours or
scheduled for it) hoursjust because that is the shift arrangement.

The superwsor continues selecting tasks from the folders and distributing their hours
among the crew. A work order may be attached to other work orders for the same system.
In this case, the supervisor prefers to assign all of the attached work orders to a larger group
ofpersons for the same day rather than assigning them to a smaller group over several days.
Working all theJobs for a single system at the same time shortens the time the system must
be outof serv1ce. it also contributes to a sense of accomplishment for both the crew and the
Operations group when they complete all the work on a system.

The supemsor continues selecting tasks until all crew members have their available
work hours assrgned to work orders. After assigning a number of the work orders, the
supervrsor has to exercrse some furtherjudgment in selecting work orders. The best per~
sons to which to assign a particular work order may have too few hours left in the shift to
complete that work order. The supervisor is free to assign technicians to start a bigger job
that they will not finish in the shift. If assigning a lO-hourjob to a person with only 3 hours
left available. the supervisor would place a “3” under the person’s name across from the
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new job. The supervisor could also immediately begin the next day‘s schedule with thejob
at hand placing a “7" in the pertinent crew member hos. That schedule may be adjusted
later for different carryover hours when actual job progress is assessed. On the other hand,
there may be smaller jobs with lower priorities. but fewer hours that could be completed on
the same day. The supervisor is free to pick any of the jobs of lower priority in the week’s
allocation for assignment anytime during the week.

If the supervisor runs out of work from the weekly allocation. then he or she checks with
planning to obtain planned work from the unscheduled backlog. This work is in the plan-
ning group‘s waiting-to-he-scheduled tile. Ii'there is no planned work waiting. the super-
visor checks with the planner about working jobs that are not yet planned. The supervism
should resist assigning work without a work order.

The supervisor totals up each person’s assigned hours under the person‘s name. The
hours for each person should add to the person‘s paid work hours. For example. If lO-hour
shifts are employed. then there should he l0 hours totaled up under every employee.

Figure 6.22 shows the first two jobs the supervisor has selected front the week of allo-
cated work. The supervisor has selected the top job from the Mechanlc folder. The super-
visor first selects WO no. 30 requiring a mechanic and two helpers for 6 hours each. This
work order has another work order attached for the same system. This second work order.
WO no. 29. requires only two helpers for 6 hours each. After briefly _rev1ewmg the work
order. the supervisor decides to assign it to the team of three persons doing “13 fil"SIJOb- The
supervisor assigns each of them 4 hours to complete this job and makes a note on the work
order. The supervisor has changed the plan of 12 helper hours to £15512“ 3 helper hours and
4 mechanic hours. (This is a little unusual to change a plan in this manner. but it is accept—
able.) Now three more persons have [0 total hours for the day.
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FIGURE 6.24 Completed daily schedule for the B Crew.
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Figure 6.23 shows the result of the next three work orders selected by the supervisor.
The supervisor decides to start none ofthc F0. Fuel Oil Storage and Transfer System, work
on Tuesday because neither welder is unavailable. One is involved with carryover work and
the other is taking vacation. The supervisor selects W0 no. 28 requiring a machinist and a
helper and then adds a smaller job. W0 no. 27, to finish up the machinist's hours for the
day. Because W0 no. 030 is on the same system. the supervisor assigns it next.

Next, the supervisor has 20 technician hours, 9 mechanic hours. and 10 helper hours l
available. The supervisor selects the large job. W0 no. 35. requiring 20 hours for one tech—
nician to begin 10 hours. The supervisor also assigns a 40-hour job, W0 no. 3 l. to the
mechanic and helper to begin a total of 19 hours. Finally. the supervisor assigns a 17-hour
job, W0 no. 25, to the last technician. Smith, to begin IO hours. After this scheduling. the
supervisor finds that a single person has less than l0 hours assigned. The helper Richardson
has only 9 hours assigned. The supervisor sees no single—hour helper jobs and is reluctant
to have a helper begin anotherjob alone that will carry over. There fore. the supervisor adds
the helper's last hour to the cation underdrain fabrication job. WO no. 27. This will giVe
Richardson, an apprentice, some time in the machine shop. Figure 6.24 shows the c0m_
pleted daily schedule form with names for all crew members assigned to work orders with
all shift hours accounted for, adding up to 10 hours each.

Coordinating with the Operations Group

With the schedule filled out, the supervisor then coordinates with the operations group. The
supervisor must communicate with operations for two reasons. The supervisor first
requests that the operations group clear the pertinent equipment for the next day. The super-
visor must also determine if any testing is advisable as the maintenance crew returns equip-
ment to service. Many plants conduct a daily schedule meeting each afternoon to
coordinate the next day‘s work between these two groups. The meeting consists of the crew
supervisors and the operations supervisor. At this meeting. maintenance may also advise
regarding the progress of on-going work in addition to coordinating the start and testing ofnew work.

Clearing means that the operations group is making the equipment available and safe
for'maintenance work. For example, the operations group may clear the equipment by
draining process lines and closing necessary valves and electrical breakers. Then. depend—
ing on particular plant policy. the maintenance personnel may follow behind and lock out
valves and breakers to their own satisfaction and security. For simplicity, this book pre-
sumes the operators do all Clearing and maintenance personnel do not perform separate
locking. Companies with additional requirements would simply add their required proce—
dures to the illustrative process described here. The company should have a standard
process for the maintenance group to notify the operations group ol'clearance needs. With
a daily schedule meeting, maintenance can hand over a printed clearance request form.
The maintenance crew could also deliver a clearance request form at any time to the oper-
ations group. However, maintenance should keep in mind that the operations group also
schedules their activities and desires timely advance notice. Plant policy might allow less
formal notice as phone calls or emails to the operations group. The plant might utilize a
CMMS computer to flag the backlogged work orders needing clearance for the operators.
In a daily scheduling meeting. each crew supervisor gives operations a copy of the crew‘s
proposed daily schedule and a printed clearance request form for each work order need-
ing clearance. The clear request form should describe the work proposed along with times
needed for clearance. A copy of the work order form with special clearance instructions
makes a good clear request format because the operators see the actual, maintenance work

document. The supervisor has the original work order forms in hand at the meeting instead
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ofjust the schedule sheet to allow reference to any planner notes regarding special cir-

cumstances. The t'acc-to-face daily meeting allows the operators to commit to clearing up
the necessary work areas during the evening shift for an around-the~clock operating envi—

ronment. Otherwise. the operators can commit to when they would clear and have ready
equipment the next day if they would not accomplish it during the night. At this meeting
the operations group would also explain any particular requirements if it could clear the
equipment for only part of the day. The supervisors also record feedback on the pertinent
work order forms for new information regarding special requirements. The crew SUpervi-
sors also note restricted times for maintenance work on the daily schedule forms and the

work order forms which they will give to the field technicians. The operations group can
3150 giVC immediate feedback for any jobs that it would not be able to clear at all. The
Supervisors make changes to the daily schedule if needed. The supervisor also has brought
the weekly backlog ofhwork to the meeting in case a new work order or two needs to be
selected as replacements t'orjobs that would not be cleared. ‘

During the daily scheduling meeting. the operations group and the crew supervisor
agree regarding any special testing after job completion. For example. a pamtmlar stratner
that has shown a past tendencv to leak after maintenance should be tested before the tech-
nician has completely demobilized from the site. The decision of which jobs to .test really
depends uPort the type of work done and the confidence in the maintenance skills and so
“mm" "1“? from plant to plant. The operations group or the maintenance group may have
definite Preferences for particular work orders to test. The planning group may recommend
by noting within the job plans if the jobs should receive special attention. Management
should establish a clear policy when possible regarding testing. The crew supervisor makes
appropriate notes on the work orders which require testing after completion.

Handing Out Work Orders

After the daily scheduling meeting with the operations group. the CREW 5UP3_Wi501‘ PUPI'SheS
.— 9 ht do this by posting the

the daily schedule with any necessary revisions. The supervisor mig . _ _
daily SChEdule form on a crew area bulletin board or outside the suPemSO"? Office' Thls
allows individuals to think about their assignments for the next day. Spreading the news
keeps crew members feeling more a part of a team. If published in time. there may be pro-
dUCtiViW improvements as well because technicians finishing their current Jobs could take
their tools and somewhat set up for their next assignments. The technICtans could also
review the job plans or technical manuals to familiarize themselves With the equipment.
Technicians could even start to gather parts and special tools if they were not gomg to be
staged. In effect. the technicians can stage their own jobs because they have advance notice.

The handing out of the physical work orders may depend on the plant 3 policy. with
respect to work permits. The operations group issues a document called a work penmr that
certifies that it has cleared the necessary equipment to allow safe maintenance work to
begin. (Some jobs do not require clearance and work permits and the supervnsor marks this
information on the Work order form if the planning group has not already done so.) There
are different ways to accomplish permitting work areas, some less formal and some more
formal and rigorous. The exact procedure would be dictated by company policy. The exact
POHCY does not appreciably affect the enhancement to crew productivnty of planning and
scheduling. Some plants allow individual technicians to pick up the work perrmts for their
assigned jobs. Other plants require the crew supervisor or a special designee to pick up the
work permits. The process presented here of supervisors collecting work permits shows
where the clearing and permitting of work fall into the overall planning and scheduling
flow. This plant’s supervisors do not hand out the physical work order forms yet because
they do not yet have work permits for the jobs.
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After the operations group clears the necessary areas. the operators write a work permit
for each cleared work order. Then, it places the permit into a control room folder. box. or

wall pocket for the crew supervisor to collect. The operations group removes a carbon copy
from the back of each work permit to post on a control room bulletin board to provide the
operations group with a visible board ofjobs-in-progress.

At regular times the crew supervisors check the control room to pick up the approved work
permits. The supervisors check for permits at the beginning and end of each day. Usually the
supervisors arrive at the plant ahead of the crew to gather new work permits so that they can
hand out respective work orders. They also check for permits as they return previously issued
work permits from jobs completed during the day. The supervisor hands out the work order
forms, but keeps the permits either in the supervisor‘s office or on his or her person.

The supervisor may physically hand the work orders out in a number of ways. A com-
mon practice is through a morning check-in meeting. The supervisor meets with the whole
crew at shift start. The supervisor physically hands out work orders to the lead technicians
making sure everyone knows where they will be working for the entire day. The supervisor
may hand out all the work orders of the day orjust the first ones, planning to distribute the
rest of the work order forms as individuals. pairs. or groups of technicians near completion
of their firstjobs. The advantage to handing out all the work orders for the day at the begin-
ning is that technicians can plan their pace for the day better. They understand the goal for
the day. This factor probably outweighs a slight disadvantage for them having to keep track
of the paperwork. A lost paper work order form would be a significant problem in an entirely
paper system with no other record of the work. Arrangements where a computer database
has at least a record of each work order make the problem of lost forms less important. Fully
utilized CMMS computer systems have the least worry over lost paper forms where the com—
puter record of the work order is the master and any paper copy serves only as a field device
for the technicians. Of course, the trade-off becomes the risk of having the computer system
available and functioning. Paperwork would be that much harder to keep up with. if emer-
gencies frequently seem to interrupt work. Another common practice is for supervisors to
pin work orders under lead technician names on a crew area or supervisor office bulletin
board. Cubbies, file folders, or special mail slots can also be used for this purpose.
Altemately the supervisor could write work order numbers on a dry erase board with lined
columns and rows. Some supervisors, whether they have daily crew meetings or not. prefer
personally contacting individual technicians throughout the day making sure each technician
has the right work order and knows where the next assignment is.

Figures 6.25 and 6.26 illustrate possible aids for handing out work orders by placing
them in slot or box structures. Everyone should be aware of work permit policies when
setting up a system for technicians to have access to work orders. The following
arrangements might be duplicated by writing work order numbers on dry erase boards.
Figure 6.25 shows a cardboard, wooden, or metal mailbox arrangement. A supervisor
might create tentative daily schedules for the entire week and distribute the entire allo-
cated backlog. The supervisor might also distribute work orders for only one day at a
time. One problem with a mailbox system is that a paper work order could only be
placed in one box under a single name. usually the lead technician. Each column might
be headed by 3 group 0f names or oniy lead technicians for teams. However. this pre-
sumes the same groups of persons would remain together throughout the week or longer.
A dry erase board avoids this problem because the number of a work order could be
written under several names at one time. The supervisor might keep the actual work
order forms to hand out when teams are ready for them. Technicians themselves might
print each work order form from a CMMS computer when ready. Figure 6.26 would be
applicable to maintenance environments where technicians work as individuals (or on
stable teams) and where specific start times are important. Each technician has a column
of mailboxes or slots where the supervisor inserts work orders for different times of exe-
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FIGURE 6.25 Optional mailbox arrangement to distribute paper work orders to lead technimarts.

“Sanchez Smith

cution. Al the beginning of the shift. the supervisor changes the headingof the iii—flaws
shift to the following day of the work week. For example, at the beginning of on ay,
there are headings for Monday and Tuesday. At the beginning of Tuesday, the supervr-
sor changes the Monday heading to read Wednesday. ‘ .

One method is not advised for assigning or handing out work orders. Some supervr—
SDFS take the entire backlog of work from the computer whether or not it has been planned
or scheduled and immediately assign technician names. In this manner, supervrsors dis-
tribute their entire backlogs within their crews giving everyone a share of the plant work
orders. This procedure generates the problem of not havmg any schedule expectations.
EVCTYone has an individual backlog to work. When they finish one task, they should
move on to the next. However, a major point of planning and scheduling is setting sched—
ule expectations. Supervisors that assign individuals unplanned or even unscheduled
work orders lose these advantages. Moreover, a CMMS computer has worsened this
problem. Assigning a technician a work order in parallel to the planning processmany
times may result in a technician printing out the work order before a plan 15 available.
With a pure paper system, at least the work stays in the planning channel unavailable for
the technician to work prematurely.
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FIGURE 6.26 Optional slotted board arrangement to distribute paper Work orders to individuals for spe-
cific start times. The second day was still being established.

During Each Day

Daily scheduling is a continual cycle. During each shift as technicians work jobs. the
supervtsor manages from the current day’s schedule and creates the next day’s schedule.
As techntctans finishjobs, they return the work orders to the supervisor who in turn takes
the work permits back to operations so operations can begin to put the equipment backinto service.

Even if there are no special testing needs, the technicians and supervisors must not wait
until the end of the shift to turn in work orders and return work permits. Informing the oper-
ations EFOUP promptly upon completion of individual Work orders aIIOWs more time to
return equipment to service and restore plant capacity. Operators can operate the equipment
sooner after completion of maintenance. If initial operation reveals problems or concerns,
technicians are then also still on shift to return tojobs and make corrections or advise. Were
maintenance to wait until shift end to return all completed jobs, operators would also not
be able to unclear all the jobs at once. Allowing operators to work throughout the shift
restoring equipment to service levelizes the operations group’s efforts.

In addition to coordinating with the operations group, some jobs naturally run over or
under estimated times. The supervisor ensures that the technicians give feedback to help the
planners estimate future jobs and the supervisor adjusts the daily schedules for today and
tomorrow as needed. Other situations may arise and cause the supervisor to adjust the
schedules, such as plant emergencies or unexpected meetings.
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Daily scheduling is not simply a form filled out at the end of the day for the next day‘s
aetivuies. Even more important. it is not simply handing out work orders at the start of the
shift. Throughout each day. crew supervisors use the daily schedules as a tool to control
work.

OUTAGE SCHEDULING 

Although routine maintenance provides the greatest opportunity for improvement and so is
the focus of this book. this section gives the associated keys to understanding the concepts
of outage scheduling.
. The vast majority of plant work orders are tasks for the standing work force. The stand—
ing work force at the plant maintains the plant day in and clay 0m continuOUSly- Planning
leverages that day-in and day-Out maintenance work. Plants frequently overlook the oppor_
tunitics within routine maintenance because outages receive so much attention. Managers
view outages as extremely important. They see unscheduled outages as tragedies and
extended outages as fiascocs. In fact. plants organize outage events so well that they effi-
Clently accomplish large quantities of work leaving everyOne impressed With how much
work can be done. They often attribute this great amount of work to extra effon base-don
the obvious urgency of the situation. However, the success is also due to the 011.25lmzmg
effon‘ primarily the advance allocation of a specific quantity of work ‘to complete.
Similarly. planning and scheduling for routine maintenance can help accompllSh an a’moui’li
ol‘work that can equally impress plant management. Planning and allocating a week 5 goa
of work to a crew not only creates the same sense of urgency as for an “important outage.

but provides tools to manage and improve upon past problems. Nonetheless. it IS worth Chg-1- ' ‘ ' ' ' s for

Cussmg [W0 keys to outage scheduling. First. planning provides accurate time estimatefthe
a multitude ofsmalljobs. Second. the scope o

clusion of the small jobs.
f service. An outage

largfil'jobs because lai'gerjobs consist of .
outage “1118! be controlled by managing the identification and in

_ An outage is normally considered the taking of an entire unit out o T hnicians
is not simply shutting down a redundant process line or Pl‘ecc or equipment e; gewice
many times can Perform maintenance without taking any eqmpmem out 0 h out oi
Sometimes. technicians require taking only certain equipment or {”635 Ufa. processducmc
service for only a brief period in such a manner that allows the unit to commute P1; of self:—
product. For example. operators might briefly take makeup water equtpmecf; technicians
ViCB provided the plant has reserve tanks of water available. On the other hran . E 11 of
cannot perform some maintenance tasks without causing the plant to make some or a
a unit unavailable f ‘ vice. Maintenance may be able [0 comp

plant runs at a radUZIf-iacgapabiliiy, For example. technicians may be able to wotrk on oge
0f [W0 bOiler feed pumps while a unit runs at half load. Maintenance situa ions m_y
require shutting down an entire unit. require no shutdowns at. all. or reql-IIIre Vflrylnghlnt
between unit conditions. Even with a requirement to be off-line. many p ants can's ul
down an entire unit with hardly any advance notice or'appreCiable'prolblems. operatiorp;
or economical. Perhaps the company has not sold out its product line saying open 1 t.
Perhaps technicians can complete maintenance during one shift and the unit canopera (:2
another shift during the same day. Plants normally call the taking of an entire unit out 0
service an outage. Outages may be major outages scheduled eveiy so many years to ovfir-
haul major pieces of equipment on a routine baSlS or they may be short outages, eit er
scheduled or unscheduled. .

Some persons also call major outages overhauls or tumarounds. Major outages are when
a plant schedules one or more major process systems for extensive routine replacement,
refurbishment. or other maintenance. The work requtres shutting down the entire unit.
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These maintenance activities cannot be accomplished when the unit is operating and are
often too large in scope to be done during shorter outages whether scheduled or unexpected.
Many companies utilize set schedules for these events such as once every 5 years.
However, the advent of predictive maintenance programs many times allotvs systems to run
longer. Plants can then schedule major outages when sophisticated inspection methods pre—
diet the process system equipment needs attention.

On the other hand. a short outage is an event between major outages requiring taking
the entire unit out of service. Short outages may be unscheduled. such as the sudden

requirement to repair a burst boiler tube. The unit cannot run with the boiler tube losing
process water, so the plant must take the unit out of service almost immediately or within
the next few days. The plant strategy may also be to schedule short outages to take a unit
out of service to perform maintenance tasks that do not require immediate attention. The
plant performs these tasks in anticipation that they will lessen the likelihood of later
unscheduled or surprise outages.

An evolution in the timing of short outages takes place as a plant increases its reliabil-
ity through proper maintenance. A plant with fairly poor reliability usually has something
break just when the plant otherwise needs a short outage. A number of work orders sit in
the outage backlog. Yet rather than plan for a time to bring the unit off-line. the mainte-
nanCe group knows the unit will “trip" or otherwise require shutting down for some
unforeseen need on a regular basis. Take the example of a steam plant with poor water
chemistry control. Boiler tubes burst periodically requiring shut down for repair. When a
tube bursts with an estimate of. say. 12 hours to repair. the maintenance group springs into
action also working the other outage jobs. The crew starts all jobs in the outage file with
eStimates of12 hours or less. The crew may start longerjobs if the unit is not again needed
immediately or management desires the unit to return in as good a shape as possible.
Longerjobs that management decides not to start would wait for a future outage.

As a plant evolves from total reactive maintenance to more proactive maintenance.
short notice outages begin to become less frequent. As l'ewur unscheduled. short notice
outages appear. plant reliability improves. Yet the outage backlog first increases in size
because fewer outages natural!

. no outages come up. these situations worsen and

themselves bring the unit off-line. For example. if technicians always repacked certain
valves during Olllages, frequent unscheduled outages were available for this work. As reli-
ability of the rest of the unit rises, the valves themselves begin to cause outages because
the unit Cannot wait. The evolution of the maintenance department‘s effectiveness contin-
ues until there is a predictability that the unit should be brought down for maintenance. At
this point. management commitment for continuous reliability brings the operations and
the maintenance gFOUps together to schedule short. regular outages for routine mainte-

. infrequent major outages. The entire plant including
. dapt to a strategy of planned short outages to execute

SNOW (short notice outage work). The plant must accept scheduling an outage in advance
when there are a number of serious work orders on the SNOW list or there is a sufficient
amount of SNOW work. The timely execution of the outage work prevents unscheduled
outages. Overall plant reliability and availability increase through the strategy of short
scheduled outages reducing the occurrence of infrequent, but serious, unscheduled ones.
The evolution continues as maintenance and plant engineering perform defect elimination
work to identify and replace equipment that requires excessive routine downtime.
Moreover. maintenance. plant engineering. and the corporate project group perform defect
elimination work to install plants or systems that incorporate lessons from the past. The
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evolution results in a superior performing plant capable of full capacity as needed and hav—
mg minimal outage requirements for maintenance.

The evolution of the maintenance department's effectiveness changes with how it

approaches short outages. As a plant rises from routinely having poor reliability to become
a superior performing plant. fewer unscheduled outages become available for work.
Therefore. regular. scheduled. short outages become more frequent.

Planning Work Orders for Outages

Many plants have work orders that they can only execute during an outage. To help the
scheduler quickly select the outagcjobs. the plant keeps a SNOW list or SNOW grouping
of work orders. The SNOW list or grouping identifies or even keeps together the work
orders that must be done on an outage. but not necessarily the next major outage.

There are only a few differences between planning work orders for short outages and
for routine maintenance. Because technicians have limited time during the actual outage to

gatherpans and information. the company puts more emphasis on planners identifying and
reserving anticipated parts. The planner has time to do this for even reactivejobs when an
Dillage has ”OI yet started. On the other hand. planners place a high priority 0“ quickly plan-
"mg OUIagc work orders. They never know when an unexpected outage may suddenly
occur requiring finished plans.

Individual work orders may make up some of the work for tnajor outages. but not nec-
essarily all. Large tasks such as certain turbine work may instead involve SPBCial Omega
books of notes from previous outages. The planners should take advantage of requesting
help from the Specific supervisors and technicians that worked particular areas of prev10us
major outages to determine estimated times and labor requirements. The outage [3001‘s
should also identify parts and tools from previous outages.

Key Concepts in Scheduling for Outages

ge work. Therefore. the scheduler can
(1 for routine. weekly scheduling. This

f time frames for the large
to understand-

Many individual work orders ot‘jobs make up outa
utilize the concepts of advance scheduling develope
allowa; the scheduler to make accurate enough assessments 0

quantities of Work involved in outages. This concept provides the first key
tng outage scheduling.

Because outages consist of many individual lObS' t
that make weekly work allocations an accurate tool-
order estimates to determine accurately the duration an .
a routine week of maintenance. a scheduler can allocate the right amount of work even
though the time estimates for small jobs have a tremendous amount of vanance 1n Indwld—
”‘11 accuracy, For example. the planner’s estimate for replacing a smgle control valve may
vary COHSidCrably. Yet a weekly schedule allocation of IOU jobs smoothes out any vana-
tions of individual jobs, The work force might therefore have confidence that it could
aCcompliSh the overall amount ot‘work in the scheduled week. The scheduler may Similarly
consider a single large job to consist of many small work orders and therefore accurately
estimate labor requirements for the large job. The scheduler and planners together can
therefore CStimatc the total duration and labor requirements of overhauhng 20 control
valves with a satisfactory degree of precision. A major outage consists of many large jobs
and the handling of each large job can be approximated t0 the weekly scheduling process.
Consider the major overhaul of a large steam turbine consisting of many individual tasks
on many individual systems. The scheduler and planners together can reasonably estimate

he scheduler can apply the concepts
A scheduler can use planned work
d labor hours for major outages. In
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the total duration and labor requirements of restoring the turbine itself. The restoration

involves many small tasks such as disassembly. inspection. liftinn. transporting. machin-
ing. coating, polishing, transporting. lifting. assembly. fastening. and alignment. There is

also a myriad of miscellaneous work orders that the plant identified over the past few years
that could only be done during the overhaul. The planners have already planned these work
orders. The scheduler can group them to determine their group labor requirements. Overall.
the scheduler uses the concept of the grouping of small tasks allowing overall estimate
accuracy.

Note that during routine maintenance. the crew forecast of labor available fora single
week determines how tnuch planned Work the scheduler assigns. For a major outage. the
amount of work is the dependent variable. That means the amount of work determines

the length of the outage considering basically a set amount of labor each week. After

determining the initial estimate of the outage duration. management can evaluate options
to increase the work force. Management may supplement the regular labor force using
24-hour, around-the-clock work shifts or contract labor. Many plants have labor sharing
agreements to help each other during major outages. For outage maintenance. the sched—
uler adjusts the outage time to match a given amount of work. then considers special
labor arrangements. For nonoutage, routine maintenance. the scheduler adjusts the
amount of work to match a given amount of labor hours.

The overall outage can be managed through CPM‘s and other special scheduling tech-
niques. However, these techniques show the large groupings. not the minute. individual
maintenance tasks. That is why these techniques can be successfully used with the outage.

Because a major outage consists of many individual jobs. the crew supervisor must cre—
ate daily or shift schedules as the outage proceeds. A scheduler can set the major activities
and overall times for the outage, but cannot control individual jobs. At the beginning of
each shift, the crew supervisor must ensure persons understand their assignments based on
theprogress of the previous shift. The supervisor must provide this coordination during a
major outage even though technicians usually stay on the same equipment and do not move
around too much between different areas. An entirely different group of technicians may
have worked the previous shift. in addition. the technicians may be executing work that the
plantperforms only once every 5 or 10 years. That means the average technicians may have
drasucally limited experience with the work over their entire employment at the plant. On
the other hand. the often older crew supervisor may have critical personal experience.

The scheduler gathers appropriate SNOW work orders and sets the labor requirements
and duration for a short, scheduled outage in a similar manner to a major outage. The sched-
uler and management determine the best crew and time arrangements considering labor
availability and shift options.

A single event often drives a short outage. Consider first an unscheduled short outage.
Consider again the boiler tube that erupts and causes a unit outage. Maintenance must
repair the tube. This single task causes the unit to be on outage and unavailable. For such a
task, the pertinent crew supervisor and management estimate the duration of the outage, say
18 hours. The scheduler then takes all of the work orders that have been waiting for an out—
age and selects the ones that can be done in 18 hours or less. Maintenance crews then com-
plete as many of the jobs as possible. So for a short, unscheduled outage. the primary job
sets the time frame. Labor availability determines how many jobs the crews can accom-
plish. The scheduling consists of the scheduler or supervisor taking all the outage backlog
jobs with an estimated duration within that time frame and then considering the persons
needed to work thejobs. If there are any backlog jobs that have not yet received planning.
the supervisor guesses the time requirements and includes suitable ones in the outage
scope. The supervisor writes down all the jobs on a daily schedule sheet with hours for each

of the crew members. This is very similar to the regular weekly and daily scheduling rou-
tine except for one difference. The amount of hours the crew has for the week does not drive

CiM Ex. 1060 Page 52



Attachment 1a

CiM Ex. 1060 Page 53

Attachment 1a

BASIC SCHEDULING 6.53

the schedule. the outage backlog selected from the outage file by duration does. The super—
visor reassigns persons from their nonoutage tasks currently under way and plans overtime
as needed to get the work done.

The second key in outage scheduling is that the scope of the outage must be controlled.
If the scheduler has a specific amount of work. the scheduler can develop specific time
schedules and labor requirements. If the company allows the amount of work to vary, the
time schedules and labor requirements cannot help varying as well. Although the tech—
niques of accurate scheduling are important. the overwhelming key ingredient in making
an outage go well is agreement on the scope. The scope itself is less important than agree-
ment on the scope. Many times an outage will start with one scope of work. but as soon as
the plant takes the unit off-line. the scope doubles.

This is a simple concept to apply to an outage consisting of 100 work orders. The
scheduler can reasonably set the labor time requirements from reviewing the job plans.
Then the scheduler can establish the overall schedule based upon management preference

of crew shifts. However. suppose the amount of outage work orders suddenly jumps to
150. The scope of the outage has changed. It has increased by the 50 new work orders. The
scheduler must change the schedule.

This consideration is especially important for major outages where the initial part of
the outage may consist of inspections of major machinery. If the inspections reveal more
serious damage than anticipated. the sudden inclusion of more work may extend the entire
outage. This is through no fault of the scheduler, After the inspections determine the extra
work. the scheduler must then analyze options of labor or critical path changes for manage-
ment review. This is why outages including major inspections are difficultto schedule pre-
CiSElY- The advent of predictive maintenance technologies has greatly aSSISted scheduling
for major outages. Through sophisticated technology. PdM allows more precrse determina-
tion of maintenance needs before the plant shuts down major machinery to begin outages:-

Knowledge 0f the scope of work provides only part of this second key to outage sched-
uling. Th0 rest comes from understanding that the scope must be controlled. The plan!
must identify work as far as possible in advance. The plant must not include new work 01:]
the eve of or even during the outage whenever possible. Late announcements of WC;
destroy schedules and labor arrangements. Late inclusion of work causes. that work to 1::
poorly planned. The ensuing confusion may also cause incomplete execution of iigw win;
hastily identified. It might also contribute to hasty decisions to delete other work rortn f 6
schedule. The company may have already used the set schedule to make arrangfimei‘lsbor
production and sale of product which may become expenswe [0 change. Add't'lona . a or
necessary to maintain a set schedule with an increased scope may be more espensrve or
less qualified than could have otherwise been arranged. Finally. there may be insuffiment
advance lead time to procure material necessary to execute the work. The maintenance
group would not be able to execute that work.

To reduce these changing scope problems. the schedu.
future outages as far as possible in advance. Many compantes have l—. 5“: and 101/63! out—
age plans. These plans give approximate periods of all antICtpated outages. The l—year plan
might set specific days or weeks. whereas the lO-year plan may 56‘ specrfic months or 533‘
sons. As the outage time approaches, management allocates preparation time for the sched-
ulers and key company personnel to begin defining the work scope and. time frames. The
particular scheduling horizons depend on the specific type of outage, eqtupment 133d “”1311
and labor resources. Most of the scope definition work for a larger outage iS straightforward
6 months to 1 year before the scheduled outage starts. The initial pr0ject team makes use
of outage files and books. Even work completed every 5 or more years is still repetitious
work. Crews executing outage work must record feedback to make files most useful, The
period of about 3 months before an outage starts is when scope additions multiply if left
unattended. Dun'ng these 3 months. it seems almost everyone knows about new work

ler first begins identification of
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requirements. However, with less than 3 months before the outage. there may not be
enough material lead time or other time to prepare adequately for the new work. Therefore.
the scheduler must pay close attention to the control of the outage scope.

Schedulers commonly control the scope of outages through the use of lists. The sched-

uler may issue a list of known work with a stated tnain purpose for the outage 6 months to
a year before the start date. The scheduler has an initial meeting with supervisors to iden-
tify maintenance needs. Then. with increasing frequency until the start of the outage, the
scheduler continues to meet with the supervisors and issue lists of identified work.

Planners or special outage planners finish planning the identified work tasks as necessary
to have them ready to execute during the outage. An outage project manager ensures this
cycle of publish, identify. and plan continues up to the start of the outage. Management
support and organizational discipline help ensure giving serious attention to timely iden-
tification of work. Management should not appreciate late identification of outage tasks.
If managers do not wish to have an unexpected outage extension. they must be willing to
freeze the outage scope and not allow routine additions at some point before the outage
begins. The scheduler might issue a statement at some point before the outage that “Any
work identified after this week must be arranged and managed by the originator of the
work." The early start of giving attention and listing the work greatly reduces the occur-
rence of later scope additions.

During the course of an outage, the scheduler continues to meet with the crew supervi-
sors to identify completed work. The scheduler also continues to publish lists of work
remaining. The scheduler compares actual completion of blocks of work against expected
completion to measure the progress of the outage. In order to encourage supervisors to
attend meetings during the execution of the outage. the scheduler should limit the meetings
to only 15 or 20 minutes.

After the outage is over. the scheduler should still schedule one or two meetings with
the crew supervisors, planners, and other personnel, pQSsibly even including technicians.
lust as a‘planner needs feedback to improve future plans. the scheduler and planners seek
information to improve future outages. The final meetings should address what went right
as well as identify where the team could make improvements. These meetings should occur
soon after the outages before personnel forget information and ideas.

The plant handles scheduled short outages very similarly to major outages in regard
to work scope. Smaller outages that the plant determines are necessary only months,
weeks, or days before starting, and have similar but less extended preparations made.
The operations and maintenance groups together arrange to have a short outage at a
future scheduled time to maintain the plant‘s capability of operating at full capacity.
This is not a recovery from a trip or loss of capacity. The key to how much work the
maintenance group will accomplish for a short scheduled outage is the plant decision on
the scope of work. The scheduler must continually encourage the routine identification
of work even if the work can only be done during an outage. This ensures the backlog
contains the necessary work orders for an outage before the last moment. The scheduler
assesses what routine preventive maintenance to include. The scheduler reviews any
predictive maintenance recommendations or other corrective maintenance in the back—
log. With this information, the scheduler prepares a preliminary scope of all jobs to
include in the outage for review by the maintenance crew supervisors and plant
management. The scheduler takes the scope of work and then assesses how long the out-
age should last based on discussions with crew supervisors for crew availability and
management preferences for off shift and overtime work. The crew supervisors create a
daily scheduling sheet(s) for the outage to get all the work done.

As previously discussed for unscheduled short outages or trips, the primary failure is
often the item that determines the length of the outage. The scope normally consists of all
SNOW work orders that the planners estimate have a duration of equal length or shorter.
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Management must be willing to set a freeze on the scope of even short outages. It must
resist the addition of new work after an unscheduled short outage begins or after setting the

scope of a scheduled outage. Otherwise. management must accept the responsibility for
outage schedule changes.

A final necessary note includes the involvement of the operations group. Timing gov-
crns the success of outage work in such a way that one must not forget the time involved
for operator tasks. Operators must not only clear equipment. but return equipment to ser—
vice. Managers and schedulers must include the operations group in all outage meetings to
discuss clearance and restoration to service of individual components as well as overall unit

shakedown. Operators may have a preference for the timing of the return of specific com-
ponents to levelizc their activities. Their knowledge may also profoundly affect the overall
scheduling of the outage. For instance, a major steam plant may sometimes require days or
weeks to clean boiler water to allow return to full capacity. As with any maintenance work.
the maintenance technicians are responsible for delivering equipment that is ready to run.
However. the operators have the responsibility of testing and returning the equipment to
service. Schedulers must include the operators when considering maintenance work. .

Two key concepts help the understanding of the scheduling of outages. The first key is
realizing that the scheduler can only have great accuracy when scheduling blocks of work
orders. Grouping of many tasks into blocks of work for an outage tends to smooth'out the
inaccuracies inherent in the estimates of individual tasks. The second key is realizmg that

the overall ability of being able to schedule outage work accurately lies in the control of 3
additional work to the original outage scope. Schedules or resources must change if the :1:
work scope changes. A scheduler can schedule the work scope of an outage. The plant must 3
control the scope. g»

OUOTAS, BENCHMARKS, AND STANDARDS

b
 

The terms quota. benchmark. and standard see frequent usage in maintenance and shdoutl‘d
be addressed in light of the current scheduling context. The normal concepts implie y
these words do not lend themselves very well to a planning and scheduling operation. _

Quotas establish amounts of work that a crew must do. For example, management might
dictate that a certain maintenance crew must always complete 60 work orders every week.
At fir?“ glance, the development of a planning and scheduling system seems to have that
very thing in mind. However, a quota is more ofa mandatory figure [hilt does not 311$” “313’
well for consideration of current events. quality. or actual jobs ever being different from the
plans. Quotas do not provide the answer to superior maintenance. Rather, proper planning
and scheduling set schedule expectations and realistic goals based on current conditions as

jobs. A techniCian must be able to pomt outwell as provide the means to improve upon past . _ ‘
why a job should be extended in the case of special Circumstances. There may be valid
schedule pressures and there may be times a technician cannot be the sole judge to delay a
job. However, these factors must be inaturely worked out for the optimum benefit for the
Plant as a Whole. Rather than setting a strict quota of work orders to complete, management
should consider how many technician work hours the crew has available and assrst the crew
to select that same amount of estimated work hours of backiogged JObS that would most

benefit the plant. To emphasize that a planning and scheduling operation does not promote
quotas, consider the following. If it is not a quota to assign two persons to aJob, why would
it be a quota to assign 2 hours to ajob or two jobs to a person?

Compensation arrangements that take into account production amount Without regard
for quality form a type of quota. Management should avoid these situations or watch them
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very closely. For example. Wages based on number ofjobs or number of “book hours"

might encourage a technician to pay insufficient attention to quality. It is true that the super—
visor has less need to motivate such piece workers: but are they performing proper work?
Instead, paying technicians by the hour. but giving them sufficient amounts of work to do

requires more supervisor effort. but appears to keep quality higher in focus.
Benchmarks are self comparisons to how other facilities perform in certain areas in

which one has an interest to improve. For example. management may compare how much
it spends yearly on maintenance versus the most profitable companies in similar or dis-
similar industries. The comparisons may let management know if its own maintenance
department is relatively effective. However, a comparison itself may not tell management
how its own company can improve. The other facilities may have certain factors that pro-
vide for their particular success. Simple benchmark comparisons do not readily reveal
these factors. The other facilities must be carefully studied for benchmarking exercises to
become most useful. How similar is the other facility? Perhaps the other plant has a greater
abundance of skilled labor available. Perhaps the other plant has already made the transi-
tion from reactive to proactive maintenance. Perhaps the other company invests regularly
to replace troublesome equipment. Perhaps the company has an active program for main—
tenance personnel input into new plants being built. The point is that simple benchmark
numbers may not tell why plants perform differently. There are often key factors that must
be understood beyond the benchmark number. So it is with planning and scheduling. A
benchmark comparison that show; a plant has a planning department and schedules its
maintenance does not tell if or why those programs are beneficial. A benchmark telling
that wrench time is different does not tell why it is different. The planning and scheduling
principles in Chaps. 2 and 3 embody obvious factors that influence how well planning and
scheduling work. In addition, the entirety of Chap. l points to other factors necessary for
planning to function. A simple benchmark Would be difficult to use among di
in many of these regards. Consequently,
operation may not be as beneficial as clo
ciples and other guidelines presented in
benchmarking—~10 visit other plants to
improve any aspect of plant operation an
best performers. They should attempt to

Another use of the word benchmark
more of a simple goal or idea of what on
of ajob’s labor hours do set somewhat
consideration.

fferent plants

benchmarking among plants to control a planning
seiy adhering to the planning and scheduling prin-
this book. Nevertheless. the principle underlying
pick up good ideas may invaluably assist to

d maintenance. Benchmarkcrs should try to visit
understand how. notjust how much.
implies less of a cross-company comparison and

e‘s performance should be. The planner‘s estimate
of a benchmark in this regard for the technician’s

 

Standards present a combination of quotas and benchmarks. but on an individualjob
level. A real standard applied to a specificjob would dictate beyond any doubt how long
a Job should take. One way an engineer or analyst would establish a standard would be
to study a task as it is repeated many times by different technicians. The analyst or engi-
neer together with some of the technicians might then decide the best way to perform
the work. Then technicians trained to perform the work in this best manner would be
timed. The resulting labor hours and duration would become the official job standard.
This approach may be practical for an automobile repair shop Where industrial engineers
have studied specific tasks repeatable on identical vehicles maintained in similar shops.
This approach is less applicable to an industrial plant where technicians may repeat spe-
cific jobs only once or twice over the course of a year. There is limited opportunity to
observe and study such work. The manufacturers may have some ability to specify stan-
dard maintenance tasks for their equipment. On the other hand. manufacturers may be
better qualified in the manufacture of the equipment rather than in its maintenance. In
addition, the great diversity in the shop arrangement and personnel skills of the persons
using the equipment may make generic standards useful for a starting point. if practical
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at all. Preventive maintenance tasks may lend themselves to locally developed standards

because technicians may execute them on a more frequent basis than once or twice a

year. Nonetheless. the great productivity improvement available through planning and
scheduling comes from having some schedule control. not necessarily incredibly precise
estimate aceuracy. Typically. the introduction of proper planning and scheduling in a
maintenance organization dramatically improves productivity. Addition of precise job
standards contributes a relatively smaller productivity gain. Normal job planning sim-
ply does not study jobs thoroughly enough to set precise time estimates. The planned
estimates are accurate enough for scheduling work. but not for establishing official job
standards. Fortunately. the ability to schedule the work in a reasonable fashion is all that
is necessary.

Nonetheless. when used less formally. the term standard is somewhat applicable to the
planner's estimate of ajob's labor hours. The planner’s estimates are said to be [hBJOb stan-
dard. One must keep in mind. however. that these are not engineered standards. They are
simple. initial determinations of a skilled planner.

Setting estimates and assigning Work through planning and scheduling does not neces-
sarily involve engineered standards. production quotas. and cross-company benchmarks.

SUMMARY_—_——____——-——-——-—#——"

This chapter described the specific activities that accomplish weekly and daily schedul-
ing. For advance scheduling. a scheduler simply allocates an amount of work orders fol:
a week. The scheduler does not set specific days or times to begin or complete eac
work order. The scheduler works with the crew supervisors to establish forecasted labor
hours and then selects that quantity of work order hours for the allocation. SPBClfiC
methodS, routines, and forms help the scheduler select the best mix of work for the P131?-
For daily Scheduling. the crew supervisor selects work orders. mostly from the wee y
allocation. However. the supervisor also maintains the flexibility to reassrgn thfj'gfew
for emergency and other urgent work that may arise. The sup'ervrsor may follow All“;
ent methods and procedures to select and assign the appropriate work each day. Oh
these methods and procedures have certain elements in common. prtmar11y glVlng eac
crew member a full shift of work based on plannerjob estimates. AS plants gain expe-
rience with planning and scheduling. staging certain job items may further improve
labor productivity. These techniques of scheduling greatly assrst mainlvtler(tiat:_<.‘e‘I to
improving its labor productivity. This chapter describedthe exact steps of sc e a mg to
Clarify the concepts of scheduling. After understanding the concepts, readers may
implement alternative steps than the ones prescribed. This chapter should allow compa-
nies to implement their own effective scheduling. _ .

Routine day-to-day maintenance offers the greatest opportunity for planning'and
scheduling to make a difference. On the other hand, companies typically execute mainte-
nance outages with much success already. Consequently, this book does not dwell on the
actual scheduling of outage maintenance. HOWever, the scheduling of outage maintenance
relies on particular concepts inherent in the practice of routine maintenance scheduling.
One concept is the increased accuracy of time est1mates achievable for blocks of work
made up of smallerjobs with less precise time estimates. Another concept IS the control
0f inChISion 0f the smaller jobs that make up the larger blocks of outage work. If the scope
of work continually changes for an outage, the overall outage schedule must change as
well. The chapter addresses these concepts as keys to outage scheduling in addition to
describing the routine Scheduling of maintenance work.
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THE COMPUTER IN

MAINTENANCE

 

 

Some persons think that planning work orders consists of handling parts and tools before
jobs Stan. Other persons think that it consists of developing detailed procedures for jobs
before they start. Still other persons think that it consists of utilizing a computer or CMMS
(computerized maintenance management system). None of these concepts quite reaches the
mark. The proceeding chapters have set forth maintenance planning as a process, one that I
gives maintenance managers an increase in productivity. The process gives. techntcrans a l
boost on the leaming curve from past jobs. The process also gives supervisors jOb scopes and : .
time estimates allowing them to assign sufficient daily work toward weeklywork goals. : ;

Nevertheless. more than a few persons describe their maintenance planning function by
how well their CMMS works. Many of these persons profess that “everything will be perfect
when they fully implement their CMMS. Similarly. many persons wonder why planning
“does not quite seem to be working" even though they have installed an expensrve CMMS.
Unfortunately. planning is not simply using a computer, and just because a company has a
computer does not mean it even has a planning function. The CMMS can be a tremendous
resource for planning, but it is not planning itself.

Perhaps unreasonable expectations contribute to disappointment for many purchasers of
maintenance computer systems. Larry Beck (1996) relates survey results of manufacturing
executives that indicate they typically require minimal cost justification before implement—
ing such systems. Many of these executives expect productivity gains, but may not have
specific reasons why the CMMS should deliver such improvements. David Berger (1997)
says that the failure rate of CMMS package implementation is commonly thought to be
about 50%. depending on one’s definition of failure. Christer Idhammar (1998) places the
success rate for CMMS packages at only 18%. -

Companies must look at computer systems as simply another tool. They are certainly not
“13 Ultimate remedy to one‘s maintenance troubles nor the ultimate solution to prowde
improvement. Nevertheless, a CMMS is an important tool, an information tool. Moreover, a
CMMS is not a tool for just the maintenance force; it is a tool for the entire plant or company.
Many companies call their computer system an asset management system rather than a main-
tenance management system. The system helps with information for more than Just the
maintenance staff. In addition, the term maintenance has a bad connotation from the prevalent
culture that thinks of maintenance as merely repair of broken equipment. With regard to main-
tenance, this information tool is one key to further improvement after the basic processes are
correctly in place. The CMMS does not provide a step improvement as does implementing
the basic process of planning and scheduling, but the improvement is significant.

Planning is also a tool, not the ultimate maintenance solution. The CMMS extends beyond
planning, and even maintenance itself. However, the planning system also extends beyond the
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CMMS. Examine the six planning principles against this information tool. The CMMS does

not dictate that planners should be separate from crews. It does not dictate that planners
should concentrate on future work. The CMMS does require component level equipment des—
ignations for recording information. The CMMS does not emphasize the technical skill of
the planner in setting scopes and estimates. The CMMS also may not count on craft skills.
The CMMS certainly cannot measure wrench time as only statistical work sampling is ade-
quate. On the other hand, one goal of the CMMS is the same as the planning system. to help
reduce delays. Examine the six scheduling principles against the CMMS. The CMMS does

not dictate that plans should be made for the lowest possible skill level. The CMMS may pre-
sume that priorities and schedules are important, but may not dictate that schedules should not

be interrupted nor enforce organizational discipline against setting false priorities. The
CMMS does become involved in forecasting availability of personnel. The CMMS may
allow sensitivity to examine scheduling work hours for 80%. 100%, or 120% of a crew’s

available hours. On the other hand. the CMMS would not dictate the principle of |00% as a
weekly goal. Neither would it normally dictate the principle of working persons below their

skill levels to match job hours to crafts available. Instead. the CMMS may blend the weekly
and daily scheduling routines into setting weekly schedules on a daily basis by the computer
operator who is a planner, scheduler, or crew supervisor. The CMMS may help measure
schedule compliance. but it could not on its own first define what activity would constitute
compliance. Finally, the CMMS may not differentiate planning‘s different responses to dif-
ferent degrees of job reactiveness. One sees the principles that embody a successful planning
program do not come from the CMMS. To a large extent. a CMMS is a database manager
where planning may seek information. The CMMS contains information; it should not
dictate planning strategy.

Regardless of planning not being synonymous with a CMMS. planners are the major
users of such a system when in place. A CMMS soon becomes one of their most valuable

tools. in this perspective, a chapter on the computer‘s role in maintenance is most justified.
This chapter cannot be all inclusive ofthe role a CMMS would play in an entire maintenance
organization or plant because this book is about maintenance planning. The influence of a
CMMS extends beyond maintenance planning. Nonetheless, the involvement of planning
with a CMMS must be addressed.

in the context of maintenance planning. the computer helps in two ways. First. it auto-
mates and facilitates existing processes to improve efficiency. Second, the computer can
add value to produce benefits otherwise not practically achievable. On the other hand, the
computer may not affect certain maintenance functions at all or it may add complications
to certain functions in the maintenance process.

The previous chapters of this book establish specific strategies and techniques of planning.
In this context, the following sections address computerized maintenance management sys—
tems. The first section covers what is meant by computerization. The next section addresses
the relative value of computerizing different areas of maintenance. Then the use of tem—
plates or "canned” maintenance solutions is covered. The logistics of becoming involved with
a CMMS and having a user friendly system is discussed. The last section provides suggested
CMMS features applicable to this book’s philosophy of planning. These sections also make
reference to App. L, which gives examples of several of the points of discussion.

TYPE OF COMPUTERIZATION 

To establish a framework for discussion, it is helpful to review the basics. There are two

major issues with a number of associated minor issues. The two major issues are what type
of computer system is involved and who creates the software.
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There exist a wide variety of types of computer systems. The first computers were
mainframes. and many company software applications today still operate on them.
Mainframe computers themselves are expensive. as are the in-house information systems
(13) groups staffed to develop and maintain the software for them. Some mainframe
maintenance applications are fairly sophisticated and helpful. However. in-house infor—
mation systems groups usually prioritize the handling of basic company applications
such as payroll. human resource systems. and general ledger accounting ahead of com-
puterization of maintenance functions. Many organizations with only mainframe computer
capability do not have much of a maintenance computer system. These maintenance
groups may have certain codes tied into the payroll system and can use this limited infor—

mation for certain analysis. With the advent of personal computers, many maintenance
groups began to use maintenance applications on individual computers not tied into any

company-wide systems. A single individual that operates the CMMS for everyone keys
individual computer applications. With networked personal computers. maintenance
applications allow more than a single person to review or manipulate information.
Networks may be LAN (local area networks) at the single plant site. or WAN (wide area

networks) covering multiple facilities over a large geographic area. Many companies are
transferring their software away from mainframes to networked computers using client—
server structures. With the evolution of more powerful personal computers and networks,

client-server structures allow large databases and programs to interact from central com—
puters with local computers. Small systems run from individual personal computers and
Simple networks may not need IS support. More complex networks and client server
applications require IS support.

The developers of maintenance software may be in-house personnel or vendors. The
advantage of using in-house personnel is having control over the customization of the sys-
tem. Unfortunately. as mentioned above. in—liouse IS personnel may give maintenance
work less attention than desired. In addition. in-house IS and maintenance personnel even
working together may not possess as much knowledge or skill as could be obtamed
commercially. Then. once 18 writes a program. it may have limited resources to upgrade
the software continually to take advantage of new computer technology or maintenance
practices. CMMS vendors are usually in a position to incorporate the most successful mam-
tenance practices across a number of companies and even industries. The. market also drives
CMMS vendors to keep up to date with computer technology. Theoretically, instead of a
small. in-house IS staff developing software for a single maintenance grOUp. a CMMS vendor
can maintain a large staff developing the best software and sharing the cost over many
maintenance groups. Moreover. the CMMS vendor specializes in the software. whereas 1t
may not be a central concern to an in-house staff. Finally. an in-hOUSB stafflgenerally
appoints a single individual to the maintenance of maintenance software. Ifthis 1nd1Vldual
was the developer and left employment at the company. the maintenance 31'0913 may suffer
due to few persons being able to pick up the software issues. Contrary to thlS SltllattOFl. If
the in—h0use individual left a vendor-supplied CMMS, the CMMS vendor would be able to
provide assistance for continuity. . .

The conventional wisdom in the maintenance industry appears to be working With the
IS group and selecting a vendor CMMS that closely mirrors 0.11.63 current maintenance
process. A company would pay the vendor to provide some initial customization. Then.
ongoing management of the software would be by maintenance fee With the. vendor With
in—house personnel performing some ongoing customization. Under no Circumstances
would the in-house group receive the source code from the vendor and make modifications
that might render the system unrecognizable to the vendor’s specialists. What a mainte-
nance group desires is a system that automates how it currently conducts maintenance. The
maintenance group also desires some value added functionality that allows accomplishing
certain tasks not practical without a computer. It does not want to procure a CMMS in the
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hope that the computer will teach it how to conduct maintenance properly. if a company
does not already have a good maintenance process, it should wait to computerize.

In contrast or opposition, the maintenance planning group may benefit from computer-
ization without buying a CMMS. All planners should have access to the Internet and email.

One mechanical maintenance planner helped an electrician find an exact procedure for
replacing a faulty device manufactured by a company that had been out of business for over

10 years. The planner searched the [ntemet and had a vendor email him an exact replacement

procedure within a half hour of looking. Finding information and parts and even purchasing
items on the Internet may boost a maintenance organization. Searching for MSDS infor-

mation may be practical although legal requirements may dictate having on-site records.
Other computer programs without a CMMS may help maintenance. A simple database pro-
gram may adequately store nameplate equipment information. A clerk may easily be able
to type and print work orders for PM’s with a simple spreadsheet and word processor. A com-
pany should not purchase an entire CMMS with the sole benefits expected to be the auto-
matic printing of work orders and the replacement of a single clerk.

BENEFITS WITH THE CMMS 

Arguably, these are the benefits of having a computer system mostly from a maintenance
planning perspective.

Computerizing the inventory system produces the overwhelming largest value added
benefit. Knowing part availability and allowing economic order quantities to maintain part
availability give a major financial saving. It is not unheard of that computerizing inventory
might reduce a $5 million inventory level to $1 million in a single year. The company savings
from inventory alone justifies the purchase of a CMMS. On the other hand, many company
storerooms have already computerized their operations with inventory-only software with-
out the purchase of a CMMS. The value of the benefit of converting an existing computer
inventory system to one contained in a CMMS package is less Significant. Nonetheless.
many computerized storerooms utilize mainframe systems and must convert to nonmain-

frame systems for financial reasons. Early involvement of maintenance management with
storeroom management may help the company make a strategic decision to procure a CMMS
for everyone to utilize. Regardless of whether the inventory system is standalone or part of
a CMMS, planners should be able to locate and reserve parts for specific work orders.

Simply providing easily obtainable reports gives the maintenance group its second
largest benefit from a CMMS. This is another value added opportunity and not merely an
automation of an existing process. Management and others need information to work
within and improve a maintenance organization. A CMMS provides valuable information
often not otherwise available. How much did a particular piece of equipment cost the
company over the last 5 years? What are the most costly systems in terms of maintenance
expenditures? What is the current backlog of work orders? What is the current backlog of
work waiting on parts? What is the current backlog of work for electricians in terms of work
hours? What work orders caused lost availability over the last week? Is this trend rising?
What work orders could be worked tonight if there was a short notice outage? What is the
trend in percentage of reactive versus proactive work orders over the last 2 years? How
much have failure and breakdown work orders been reduced? Which crew has the greatest
amount of failures occurring in the systems it maintains? Which work orders are

waiting for planning? Which work orders have been completed. but not closed because of
drawing revisions needed? Are there any planned work orders that can be worked along
with the emergency job just started in this system? How many hours are spent for PM? How
many hours are spent for corrective maintenance that is generated from PM work? Just
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knowing that there are ()5 i open reactive work orders may cause management [0 take more
decisive action than a previous feeling that the backlog was arcand 50 work orders. As one

can see. management can determine the degree of success of the maintenance program‘s
efforts with information readily available from a CMMS. To make the CMMS information

usable requires effort on the part of the planning organization. The planners normally code
work orders to allow future reporting or analysis. Codes such as type of outage required.
type of work. and equipment system are necessary. The planners are the persons most

familiar with the plant coding structure and provide consistency when they assign codes to J
new work orders each day. Whenever they handle them. planners should also scan work
orders for “sense“ and correct inaccurate infomiation. l

The next most valuable benefit of the CMMS is the finding of work orders. This ‘

includes work order loss prevention and determination of current work order status. It also
includes sorting work orders. a benefit similar to the report benefits. First, the manual
method of assigning paper work orders to crews involves a risk of lost work orders. If the
physical piece of paper becomes misplaced. the work request might be forgotten. This
might not appear to be a problem for the plant management used to thinking of mainte-
nance assignments as missions to correct obviously failed equipment. How could these
work assignments be forgotten? However. the maintenance group accomplishes its critical
objective of preventing problems from happening in the first place through regular identifi—
cation and correction of minor deficiencies. If one of these paper work orders becomes

Misplaced. its loss may go unnoticed until the minor deficiency becomes a glaring problem
that maintenance could have avoided. A maintenance crew that normally focuses upon
urgent work orders may tend to put off working less urgent work. Even a good filing system
may Occasionally lose paper work orders that maintenance does not immediately execute.
The CMMS avoids this problem because the work order is not ever considered to be the
Physical document in the first place. A work order is literally what the term suggests, an
Order to do certain Work. That identification of work resides in the computer as the actual
work order. Anyone can run a report showing a listing of all work orders at any time. If a
technician loses a printed out document describing the work, the computer still shows the
work required. The teclinicitm or supervisor can print out another copy of the work descnptlon
if desired at any time. This benefit does not require a CMMS and could be derived from a
simple database of work orders recorded by a clerk each day. The management comnutment
required under such an arrangement would be the insistence that supervrsors are responsrble
for the Work on the database listing. not the physical documents they have in hand. In addi-
tion- if 11 paper work order is lost. someone would have to recreate the document from the
database. These arrangements usually run into some difficulty wrth paper documents lost
after work completion either in the field or the minifiles without the clerk regrstenng their
completion. Then, the database is obviously less current than the actual holding of paper
work orders as an indication of work not completed. On the other hand. once the mainte-
nance gTOUp adopts a more complete CMMS. supervisors seem to take better ownership of
helping Update work order status. The supervisors begin using the CMMS database to orga-
nize and manage their own work. Management‘s claim that the CMMS has the real work
order and its status also appears more credible. The second part'of this benefit is realized for
the entire plant as the status of each work order on a CMMS begins to have real value. Before
the CMMS utilization, the originator of a work order had few means of determrnrngd the
work requested had been done or would be done. If written a month before, the originator
might well presume the maintenance grOup had put off the work order for the indefinite
future. The work order had gone into the black hole. With most network CMMS packages,
the originator can easily find the pertinent work order through a number of different
search options. The originator might be able to hunt by work order number, originator name,
date of approximate entry, equipment number. or any number of choice key words of prob-
lem description. After finding the right work order, the status of the work order is evident.
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whether waiting for approval, planning, scheduling, or closing of the paperwork. One major

power station bought a sophisticated CMMS package for the sole reason of allowing Opera-
tors to find work orders and their status. The planners. schedulers, and supervisors also use
the CMMS package‘s ability to find work orders to sort out certain work orders. A planner
might easily find all the new reactive work orders to plan for the day. A scheduler might sort
all the work orders that have been planned in order of priority, system, and job size to facil-
itate scheduling work for a crew. A supervisor might sort out all the work orders already
assigned and in progress as a listing to help manage the day's activities. Reports and better
visibility of equipment work orders help the plant optimize equipment maintenance and cap-
ital investments timing as well as make better repair versus replace decisions. The ability of
a CMMS to give a view of what is out there in real time is an important benefit.

A very closely related benefit to making reports available is the linking nature of the
CMMS. The CMMS is an automation of the minifiles linking history. parts, procedures.
safety data, tools. and other information directly to specific equipment. Operators can keep
track of standard clearances. Maintenance personnel can keep track of warrantee and
service agreements. Planners and engineers can keep track of cost. The CMMS connects
all this different plant data to the equipment.

Beyond this joining benefit. the CMMS provides another plant advantage. In the past,
different plant departments kept various independent records of important equipment infor—
mation, many times duplicating the work of each other. For instance. three different groups
might have a record of nameplate equipment data. One problem from this arrangement was
when the maintenance or project group replaced the physical equipment. Not all of the plant
departments might update their nameplate data. In time. the different departments ended up
with conflicting information in their records. The advent of computerization made this
problem of conflicting plant information worse. Personal computer spreadsheets and data-
bases allowed easier organizing of data, and departments began to collect more information.
A hodgepodge of plant data resources exists at many plants. The network CMMS provides a
solution to this situation when everyone can access a common database for different types of
equipment information. Authorized persons in each department can update a common
database a single time with the latest information. The database Should represent the latest
information any of the departments possesses. Work order and equipment information can
also be remotely viewed through the CMMS. Instead of joumeying to the planning depart-
ment to review minifile contents. engineers and others can find What they want on the com—
puter. Instead of going to the engineering department to review equipment technical data.
planners can find what they want on the computer. A plant should consider implementing a
CMMS ahead of the proliferation of multiple databases around the plant if possible.

The CMMS provides another benefit to the planning department with regard to
manipulating scheduling information. An advance schedule should normally be a simple
allocation of work, and a daily schedule should involve the supervisorS’ personal knowledge
of crew individuals for best work assignments. Nevertheless a CMMS might facilitate
some of these efforts. In addition, the CMMS allows easy “what if“ reviews of different
alternatives. The CMMS also allows easy publication of the schedule to anyone inter—
ested. This promotes better craft coordination as well as operations group equipment
clearance arrangements.

Next, the CMMS helps the maintenance department by automating the PM generation
of work orders. A small plant may avoid having a clerk to generate PM work orders man-
ually from a master spreadsheet. The cost of having a clerk generate PM work orders man-
ually may not be significant for a bigger plant. However. the volume of PM work orders

for a bigger plant may be large enough to cause some concern over having them correctly
issued and assigned. The CMMS precisely sets the PM Work orders each time they are
issued. Although these PM logistical advantages may seem slight, the importance of cor-
rect preventive maintenance to the maintenance group’s misgion is significant.
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CAUTIONS WITH THE CMMS 

Of course. the most obvious downside of computerizing is thinking that a computer will

correct a faulty maintenance process or philosophy. Computerizing a poor maintenance
process will not help maintenance. Karl Kapp‘s (1996) “USA" admonition must be heeded:
“Understand. then Simplify. then Automate." The computer may create the illusion of
progress and maintenance advancement when equipment performance has not improved. One
must guard against the computer becoming a distraction to real maintenance improvement.

There are also other considerations to be made when computerizing. One of the fore-

mOst concerns is the reliability of the computer system which may be a function of the
particular CMMS package. the plant computer equipment, or both. The more a plant counts
on the CMMS to assist with daily maintenance functions. the tnore the CMMS has to be
available. It is not acceptable for the computer system to crash routinely as planners and
others utilize the CMMS to perform their jobs. If the operators write work orders in the
middle of the night. the CMMS should routinely work in the middle of the night. If
the planners report to work at 6:30 AM to code work orders, the CMMS should routinely
begin work at 6:30 AM. The IS department must accept the same philosophy as the mainte-
nance department that its job is to provide an operating machine, not provide a repair ser—
vice when called. _

On the other hand, the planners and the maintenance department should understand their
jobs well enough to be able to carry on in the sudden absence of the computer system. There
should be a backup plan such as allowing operators to submit emails in the absence of the
CMMS and phone calls in the absence of the email. Planners should be able to sc0p3_10b5
and prepare work orders with plans in the absence of the computer. These paper minifiles 1
also become very useful in the middle of the night when technicians With little inclination ,'
to log on need a simple piece of information on certain equipment. Do not be too hasty in :
discontinuing the collection of paper documents. .

Another area of caution is cost assignment. The planner‘s estimate, the jOb hours 7:; _!
recorded on employee timeslieets. and the hours recorded on the returned work order itself 45*"
may all differ. In addition. none ofthose three amounts may accurately reflect the hours the ' F
technicians did spend on the job. Computerization only automates what data is entered.
Users of reports must be familiar with the possible shortcomings of analysrs made front
computer data. .

Another new problem potentially arises after computeriZiflg- ESPECWIY when 3 013‘“?le
fully implements a sophisticated CMMS. Before havmg the CMMS, paper ‘YQF $11313
moved sequentially from originator to planner to scheduler to superVisor to techmctan. ere
was always the occasional urgent work order that went from originator straight to-the crew
Supervisor, but normally technicians did not receive unplanned work orders for routine main-
tenance. The work flow system kept the technicians from even knowmg about the work pre-
maturely. However. this changed with the advent of the information sharing CMMS' Now
technicians and supervisors can routinely view new work orders for equrpnient in which they
have an interest. A common scenario as this presents itself: A work order is written Thursday
night. and on Friday moniing a technician views the work order, prints it out. and completes
the work. all without changing the computer status. Also on Friday, a planner Views the
work order, but because of the work order’s low priority dec1des to plan it on Monday._ On
Monday the planner completes the plan and changes the status of the work order to waiting-
to-be—scheduled. On Tuesday. the planning department clerk receives the completed work
order papers from the field crew and changes the work order status to closed. The planner
reviewing the work order paper is frustrated that the technician worked the Job on an unplanned
basis. Later when reports are run, because the Computer indicated the Job was planned. the
crew gets credit for completing planned work. This type situation is not uncommon and
requires management commitment and organizational discipline to manage. A successful
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planning effort aiding technicians with information from past jobs and aiding supervisors
with scheduling control information both encouragecre‘ws to seek job plans before beginning
work. A proactive, professional maintenance organization also helps. .

Finally, computers add to the temptation to compile unnecessary metrics. Computers
allow collection and arrangement of data much more easily in many cases, but certain met-
rics are unnecessary for proper management. The compilation of them wastes the time of

analysts and managers. This is part of the distraction capability of a CMMS.

LESSER IMPACT WITH THE CMMS 

Considering the CMMS an umbrella program that allows everyone to use common data-
bases, there are certain maintenance functions that may not be major parts of the CMMS
system. Some of this may be due to the impracticality of computerizing and some may be
due to the avoidance of wanting “to reinvent the wheel.”

First, there may be some areas that are impractical to computerize. For example, some
maintenance practitioners profess wanting to eliminate paper documents totally. Many
companies have paper morgues bursting with old doeuments. Yet, is paper elimination a
practical objective? It seems that there should be room for a 1—2—inch minifile for each of

10,000 pieces of equipment. Is it also practical to scan entire 0&M manuals into computer
or microfilm archives and expect easy retrieval? Would the additional step of searching
discourage planners from utilizing this resource? It may be best to allow planners easy
access to fast scanners to scan specific sheets as they find them in 0&M manuals and attach

them to specific work order plans for jobs. In this manner, the planner builds the computer
files while building the paper minifile with particular 0&M pages.

Second, a single computer program that does everything may not do any one thing partic-
ularly well. CMMS programs tend to handle certain areas fairly well, such as equipment
and work order history databases. However, other portions of the overall CMMS program may
simply be focused on “providing a complete product." Areas where the CMMS vendor may
have less expertise may be tool management, predictive maintenance, and document scanning
and retrieval. Many CMMS packages deal acceptably with their limitations and form alliances

with other software vendors. A CMMS vendor with less experience with imaging may incor-
porate the successful abilities of an imaging software developer. In this manner, the CMMS
package is able to bring a best—of-class performance together under a single-umbrella program.
In addition, some CMMS vendors are more adept than others at allowing their programs to
communicate and integrate with existing software and programs that a plant already utilizes.

Predictive maintenance might be one area best left separate from the global CMMS.
Predictive maintenance software has evolved to a high degree of performing trend analy-
sis, analyzing fairly complex data. Many plants best leave the predictive maintenance
group mnning its own software and keeping its own database of trends. However, the plant
should insist that the PdM group should utilize the plant CMMS for maintaining equipment
nameplate data and writing work orders. The PdM group should also utilize the same equip-
ment identification numbers in its software. In effect, the PdM group functions as an inde—
pendent laboratory providing specialized service to the plant.

TEMPLATES—————*—~———-—._

Templates warrant a special comment with regard to the planning principles set forth in this
book. Templates provide quick and easy solutions to common equipment problems. For
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example. a planner might have a pump with a problem. The planner might search a CMMS

package’s template function for pumps. The CMMS would show the common problems a
pump might experience. Then the person might select which problem the pump has symp-
toms for and the CMMS would list common solutions for that problem. The planner could

then select the desired solution and the CMMS would deliver a procedure for the job plan.
The CMMS provides a master generic troubleshooting guide to boost planner efforts. In gen-
eral. the problem with this approach is that the planner usually has adequate information to
help determine the equipment problem. For one thing. the planner is a superior technician
with specific experience with the plant’s equipment. For another thing, individual equipment
usually fails in only one or two favored modes that the minifiles should have well documented

after even only a short time. For another thing. the technicians are usually skilled enough to

make many repairs without having a genetic procedure. What the technicians need are spe-
cific part numbers and other information recorded from previous jobs to avoid past delays.

Generic repair procedures cannot contain this information because this information is specific
to individual pieces of equipment, not types of equipment. Specific troubleshooting guides
included in specific equipment 0&M manuals are more helpful than generic templates con-
tained in some CMMS packages. Overall. most templates are too general in nature.

LOGISTICS 

Unfortunately. the decision to utilize a CMMS does not result in a computer being up and
running the following morning with everyone fully familiar with how to use it. Will every—
one use the computer after it is installed? Who should be involved With selecting a system
and what is involved? What is some helpful advice on planning with a computer? This
section addresses these issues. . .

First, whether everyone will use the CMMS depends on how user friendly the system is
and the interest of the work force. With the advent of email to disseminate company-Wide
information, all levels of many companies are rapidly becoming computer literate. The
rapid acceptance of using a CMMS may surprise many persons. One plant installed a
CMMS at first only to track paper work orders and to provide equrpment data for planners.
Management at the plant decided that everyone should have the option of writing their
work orders directly into the CMMS. The person actually responSible for implementing the
system expected only 10 to 20% of new work orders to be directly entered. It was a great
Surprise that over 95% of the subsequent month‘s work orders were entered directly. The
plant soon made the direct entry mandatory and eliminated the need for a clerk to enter
Work orders each morning. _ _ - .

One thing that seems to make a difference is havtng a Spema" user tnendly screen [hilt
walks originators step by step thIOUgh the 131'0‘3‘33S 0f entering the work orders. Another am
to helping persons utilize a CMMS is providing a slimmed down user’s booklet. The typi—
cal thick volume published by many CMMS vendors contains more information than the
typical person needs. The plant can publish its own versions of speCialized instruction
booklets for specific users. Appendix L contains sample slimmed down versmns for plan-
ners and other users. Brief training showing Specific helpful uses of the CMMS should be
conducted by plant personnel familiar with the system. Training provided by the CMMS
vendor on vendor supplied databases typically does not represent the screens as the plant
has customized them nor does it utilize representative enough equipment. The vendor train-

ing may also dwell on modules the plant does not intend to implement. In addition. the ven—
dor training may presume a maintenance approach not utilized by the plant. Key plant
personnel, such as the plant individuals who understand the maintenance process and are
leading the implementation of the CMMS, should take as much of the vendor supplied
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training as possible. Then these persons should train the different persons at the plant for
their planned usage using actual plant databases and customized screens. Appendix L con-
tains a sample plant-wide training outline. The planners Will be the major users of the sys-
tem, and the training for them will usually include mucnhands-on time from the plant
persons implementing the system. Planners themselves Will help develop the usage and
customization of new modules to suit their needs. There should always be one or two per-
sons at the plant site who can answer most questions of plant persons.

The second major issue concerns who and what is involved with selecting a system. The
system is usually selected by a team following a usually predictable selection routine.
The actual installation may proceed all at once or in predetermined phases over several years.

The persons involved in selecting a CMMS tend to be the planning supervisor and a rep-
resentative from the IS group being led by a plant engineer. This group has frequent inter-
action with the maintenance manager. The maintenance manager may have to ensure that

the IS group does not overwhelm the selecting group with inadequate maintenance process
knowledge. It is also important that the plant engineer understands the planning and main-
tenance processes. Another person on this team should be a person that will become the
system administrator. This person will set passwords and grant other rights to users. This
person may also create standard reports and do some screen customization. It is preferred
that the system administrator be a plant engineer or maintenance representative rather than
an IS person for several reasons. The plant needs a local representative available to answer

questions who understands the plant maintenance organization and processes. The system
administrator choice should provide a person who will fulfill the role for years to come

rather than as a current IS assignment. Many persons feel that it is better to have as a sys-
tem administrator a maintenance person who develops an interest in computers rather than
a computer person who becomes interested in maintenance. The system administrator
should coordinate larger tasks of modification with the IS department or the CMMS
vendor. Planners play a major role in utilizing a CMMS, but being a system administrator
consumes a lot of time. It may be practical to have a planner fulfil] this role if there is an

abundance of planners. but this is usually not the case. Of course, for standalone, single user
versions. planners may be the only users that directly enter or extract information. A planner
would naturally be the choice system administrator. With this team of persons, the company
might begin to select a CMMS. Teams such as this also frequently employ the use of a con-
sultant to do much of the legwork and supply more familiarity with CMMS systems during
the selection process.

The actual selection process tends to be somewhat the same for many companies. This
is a very simplistic overview. Obtain a clear idea of the objectives of why management
wants to buy a CMMS. Assemble a team for the selection. Obtain internal views of what

system features are desired. Determine initial selection criteria. For example. some com-
panies desire a CMMS vendor to be an established company that will stay in business.
Some companies want specific industry experience. Some companies want geographical
closeness for support. Some companies require a specific operating platform. Survey tech-
nical magazines for summaries of systems. List likely systems. Gather literature from these
companies. Call and ask questions to see how they view maintenance. Expect to establish
a long term relationship of support and continuing improvement. The ability of the com-
pany and vendor to Work together as a team in the future should be evaluated along with
the other technical requirements. Develop ideas of prices to review with management
because complete systems range in price from under $1000 to well over $250,000. Invite

vendors to make presentations and demonstrate systems. Refine and weigh selection criteria.
Investigate selected systems. Check the claims of vendors where appropriate. Ask for
unabridged users lists and call users. Visit other plants with the software. Call the CMMS
support lines for responsiveness. Negotiate and sole source or bid final candidates. Do not

expect any one system to be perfect.
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One thing that surprises many companies is that the purchase price tends to represent only

a fraction of the investment the company will make. perhaps only 20%. The company personnel
to install and administrate the system consume an enormous amount of time. There is also the
matter of computer equipment upgrades either initially or over time. The leading software
vendors continuously upgrade their product. Usually a company pays a yearly license fee to
have access to free upgrades and technical support. The CMMS vendor usually makes avail-
able an upgrade every other year or so and has a new major release every 3 to 5 years. These
changes to the software come about because of the research being done by these vendors and

because computer technology is evolving at breakneck speed. Thus, a company has to spend

time and effort simply staying current with the latest CMMS software from the vendor
already selected and utilized. If a company does not choose to install the latest software. the

company risks soon having a system that neither the vendor nor the IS department can well
support. This is not all bad. As computer technology evolves, companies may be upgrading
their equipment anyway. In addition. the expenses paid to coordinate CMMS upgrades are
investments in proper maintenance. Poor maintenance is very expensive as well.

Implementing new software also requires other expenditures and efforts. The data will
have to be initialized into the new system. An inventory system already computerized
might have to be downloaded into the new system. Who will make the links? Does the IS
department have time to write these “scripts" and execute them? Many companies have a
consultant who helped them in the CMMS selection or the CMMS vendor themselves help
make the transfers. If this is planned. it should be part of the selection process.
Computerizing inventory for the first time will require data entry. Does the maintenance
organization have the time to do this? Can temporary help be hired? Who Will direct their
efforts? Can the consultant take care of this? Similarly. does equipment already have a

unique eClllipment tag numbers? Is there an existing database to transfer? If not, who Will A
decide how to number equipment? Who will hang the tags and enter them into the CMMS. .
Will the CMMS have to communicate with other company programs such as payrollor
inventory? Who will program these relations? The 15 department typically is cautious with
new Programs interfacing with existing ones. Who will enter all the preventive mainte-
nance tasks? Could the consultant supply clerical help to transfer an existing PM listing into
the CMMS? In addition. as the new system is implemented. many speCitic details Will have
to be handled as they arise. Questions such as what to do ifthe new program mandates the
use of a different term for waiting-for-scheduling will arise daily.

Also, do not presume that a CMMS must be installed fully all at once. It may never need
full installation. If the company bought the CMMS for inventory and work order tracking,
it is possible that labor calendars and vendor registries might wait forever to use. The equip—
ment module might be initialized gradually as needed to. reference. work orders, and‘the
company would be wise to soon initiate automatic generation ot_PM s. The planners might
initialize the planning module gradually as they become familiar With the CMMS. Be cautious
that some CMMS systems have used relational databases to such an extent that one cannot
implement only a portion of a CMMS package. Appendix ls-shows a sample milestone
schedule of the phased implementation of a CMMS. The decision on how to proceed With
Package implementation rests on many factors. These factors include mature Judgments as
to what value each feature of the CMMS holds. personnel and money available for imple-
mentation. and management‘s desire, willingness, or patience. Management may be Willing
to allow full implementation, but may not have the patience to provtde support for a schedule
of several years,

Some helpful advice on planning with a CMMS may include the following. Try to
incorporate equipment numbers into job plan numbers. This Will make it easier to use job
plans for similar equipment as a starting point. For instance. differentjob plans dealing with
EQUipment NOZ-FC-OO3 might be numbered N02-FC-003-l . N02-FC-OO3-2. N02-FC—003-
3REBUILD. or N02-FC—OO3STRAINER. Each plan would have an equipment type code
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field to allow finding all the strainer plans. Similarly. have originators enter the equipment
name at the beginning of the work order description even though there is a separate field
for equipment name. For example. the problem description line would state “2A BFP leak-
ing at seal.” Reports that list the work orders will then make more sense. Have someone
attend and participate in CMMS users‘ meetings. These meetings allow the CMMS vendor
to grow and develop its product to be more helpful. Try to influence the product direction.
Also. try to network with other users of the CMMS to exchange ideas and have contacts to
call for advice. Buy computer typing games to improve planner keyboard proficiency if
needed. A major question always arises regarding old closed work orders. Should they be
entered into the system? It might seem relatively simple to have a clerk enter them, it is not

at all practical to do so if the work orders reference no equipment numbers. Even if the
equipment numbers are present, this effort may be unnecessary. The repetition of mainte-
nance operations on specific equipment soon generates helpful information for mainte-

nance planning purposes. There is not a critical need to enter past work orders and a
strategy of work order entry “from this point forward" is frequently satisfactory.

SPECIFIC HELPFUL FEATURES FOR PLANNING
AND SCHEDULING 

From the standpoint of planning and scheduling as presented in this book. the following
represent some helpful features that may not be common on some CMMS systems.

The CMMS would make it easy to enter actual job feedback and have a check-off for

differentjob delays. It would be easy to update actual parts and tools used.

Most entries would be done from a minimal number of screens, preferably a single one
that resembles what is printed out as the work order form.

The planner could go to an 0&M type module that contains most equipment and job
plan information. just like an actual physical 0&M notebook. The planner can cut and paste
from this manual to form job plans for individual jobs. The manual would in a sense have
a master procedure detailing everything that could be done on the pump, complete with
general steps. parts, and tools. This plan would actually be developed by the planner as new
jobs are planned and feedback is received. With each newjob, the planner would check the
master to see if the details are present from which to cut and paste. Otherwise, the planner
would add new steps to the master to represent this latestjob. The entire CMMS would be
backed up daily automatically, probably along with the network automatic routines.

The CMMS inventory function would automatically record the previous use of parts
by equipment. This would provide an ongoing development of a parts list for each piece of
equipment as maintenance works on jobs. Unfortunately, many CMMS inventory modules
do not provide this automatic feature because they presume the plant has a complete set of
parts lists for all its equipment. The modules primarily concern themselves with tracking
quantities on hand and reservations for specific work order numbers.

The PM function could handle routes on multiple equipment and register the history
with the individual equipment.

The company could easily add fields to link or track particular codes or information as
needed.
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One could easily find work orders and their status.

Supervisors could easily update job progress to help schedulers obtain backlog infor—
mation.

Supervisors could easily keep on—line calendars to help schedulers obtain crew forecast
information.

The scheduling routine would “work persons down” into lower skilled, but higher pri—
ority jobs as necessary to create the weekly allocation.

Supervisors could easily assign names into a weekly schedule for a single day.

Schedule compliance would be based onjobs started.

Timesheet information would form the actual cost collection. not feedback on work
order forms.

Company would be easily able to implement the CMMS partially or in phases.

Email could be saved by equipment in the CMMS.

SUMMARY 

Obviously. planning encompasses more than utilizing a computer. Nevertheless, a modern
CMMS can be an important information tool. The planners need an accurate filing system. '
and the CMMS links a tremendous amount of information to individual pieces of equtprnent.

Many companies that implement CMMS packages are disappointed in the results. This J
disappointment appears to stem from only having vague expectations of what the results
should be or how specific results were to be achieved. Disappointment does not needto be
the case. CMMS packages contribute to the bottom line when purchased for specrfic infor-
mation reasons. Although different types of computer systems are available, each can pro-
vide this information. Management can control and reduce inventory. Ad hoc and regular
reports can provide management with necessary information to control the efforts of main-
tenance. The maintenance group can better visualize. determine, and manage its backlog
with its resources. The maintenance group does have to be wary of becoming distracted
with computerizing instead of maintaining the plant, but generally the'computer should
make a positive impact for its efforts. The CMMS cannot help a planning system that is
floundering with the basics of planning such as knowing why to consult feedback from
previous jobs. However, the CMMS can help in specific areas with the planning process.

This chapter has but briefly touched the wealth of available informatlon III the literature
for guiding companies in selecting a CMMS. If the company‘s role could be SUCle‘lctly
summed up, it might be with a statement by Nicholas Phillippt (1997). I-ie says that The
best investment protection is a thorough understanding ot the extstmg maintenance
processes and application of the maintenance system in concert With these processes.
Perhaps it should go without saying that the CMMS vendor should have Significant mam-
tenance expertise.

Understand, simplify, and then automate.
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