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Not this way
Maintenance manager Scott Smith walked over to the office of the mechanical supervisor. Each section had its own planner who had a partitioned area of the supervisor's office with a desk and computer. 
Smith did not necessarily expect to see the planner because he knew that planners had to travel quite a bit to go to all the jobs for scoping. So it was not unexpected that the planner was not at the desk. The section supervisor was not there either, which was appropriate, because Smith likewise expected supervisors to spend time in the field with their tradespeople. 
However, on the way back to the front office, Smith happened to pass the fuel oil transfer pumps and saw the mechanical section planner on a scaffolding assisting another fitter hoist a valve into place. After questioning the planner, it appeared that the supervisor wanted to have the valve job completed today. He directed the planner to help the fitter who was having trouble managing the bulky valve alone. Smith could understand that the planner was under the direction of the supervisor, but Smith had begun to notice an uncomfortable trend. At least half of the time when he saw a planner, the planner would be working as an tradesperson. This probably contributed to the indicator Smith tracked showing that the section spent most labour hours on unplanned work. Last week Smith had even seen one of the planners working as a tool room attendant. The supervisor of the tool room had borrowed the planner because the tool room was suddenly short-handed that day. 
Smith was somewhat reluctant to counsel his supervisor because the supervisors took such great pride in managing their own work. However, in order for planning to work, obviously there had to be some planners focusing on planning. Smith decided to meet with his supervisors again regarding the matter.
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Not this way
Sally Johnson was the planner for the mechanical work for section A's ten fitters and ten boilermakers. Since it was Monday, she planned to scope and compile plans for all the jobs that the weekend operating teams had reported. In addition, there were a number of tasks completed last week which she needed to file the work orders for. 
Before she could complete checking her email, two boilermakers came into the office requesting her help to run pick tickets for them in order to receive a valve from inventory. Soon after she provided this help, a fitter called her on the radio for assistance in obtaining bearing clearances for the forced draft fans. She knew this would be a problem and she spent the better part of the morning locating and talking to the manufacturer. 
By mid afternoon, the interruptions had continued and Johnson still had not scoped the first job. At least she felt a sense of accomplishment that she kept important jobs going through her efforts.
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Not this way 
David needed to plan two tasks. One task required a simple filter change and the other required stopping a drip on the hypochlorite discharge piping. Both tasks were fairly routine. The filter had no tactical tasks because varying operating modes caused the filter to plug at different intervals. The operators monitored the pressure differential on an ad-hoc basis and wrote a work order whenever the filter was beginning to show signs of clogging. 
David first skimmed through the thick system files behind his desk for past work orders. FC for Fuel Oil Service System and IR for Intake Chemical Treatment System. He was sure there were at least some for the filter. After several minutes he was able to find one for the filter, but none for the piping. David copied down the filter and gasket inventory numbers off the previous work order plan. From his field inspection of the discharge piping, he determined that maintenance needed to cut away and replace the PVC piping. David included PVC piping inventory numbers and a statement to obtain PVC glue from the tool room in the job plan.
As David was finishing up the task plans, supervisor Bob asked where the equipment information was for the hypochlorite pumps. David explained that all the information from past work orders was together in the system file and waited patiently while Bob perused the file in David’s cubicle.
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Not this way 
The planner sat down to estimate ten jobs. Lenny was, by classification an apprentice, who had completed all of the requirements necessary for promotion to fitter. He was waiting for a fitter position to become available. He had been one of the few people interested in the planner position when it became available. 
The first task was a pump alignment. He had been trained and done several alignments, but never on a pump of this size. He looked in the file and was able to find a previous alignment work order for this very pump. The previous work order had estimated 10 hours for the task and the actual field fitter had reported taking 10 hours. Lenny therefore used 10 hours as the task estimate. 
The second task required rebuilding a fan and there was no previous information available. Fortunately, Lenny had personally been involved in two rebuilds of either this fan or its redundant spare which was nearby in the same service. He felt very confident that the task should take two people a total of two days. However, just in case something came up, Lenny put an extra half day into the estimate. Lenny continued to estimate times for the remainder of the tasks.
Later the mechanical supervisor, Lydia who was about to assign several of the work orders looked at the pump alignment and fan rebuild work orders. Brett had not had a chance to see the jobs in the field and was inclined to accept the estimate of the planner who had. However, he wondered why the alignment procedure should take so long.
The fitter, Lindiwe received the pump alignment work order and knew right away that the alignment would only take 4 or 5 hours. Lindiwe decided she would spend the morning setting up for the task and complete it in the afternoon. That would ensure a quality job. After completing the alignment, she reported to Lydia the supervisor an hour before the shift ended. The task had only taken 9 hours instead of the estimated 10.
Meanwhile, Lucas and Louis had received the fan rebuild assignment. Surprisingly, the total task lasted exactly two and a half days as estimated even though there had been several unexpected delays. Lucas had been temporarily reassigned for several hours at one point. One bearing had also been damaged beyond repair and a new one had been obtained from inventory.
Several days later Lenny received the completed work orders for closing. The alignment had only taken 9 hours Lenny observed and the fan rebuild had apparently gone off exactly as planned since no unusual feedback was reported.


This way
________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
[bookmark: _Toc44419397][bookmark: _Toc44419403]Recognise the skill of the trade
Not this way 
Typically it seemed the sections worked only about one out of five tasks on a planned basis. This distressed James, the supervisor of planning. The problem was not so much that the supervisors did not want the planned work, but that planning simply could not get to the tasks before the tradespeople had run out of planned work. In these cases the section naturally turned its attention to the unplanned work backlog. There were ample planners. There were five planners for only 100 tradespeople. The planners were busy as well. The planners continually worked to provide detailed procedures on every plan.
The problem with the section working on unplanned work was that they were simply not able to take advantage of parts lists or other information the planners had available from past work. Supervisors also had inadequate information to control daily allocation. This brought up another problem. With the planners being so busy, they were not closing all of the completed work orders. So even on planned jobs, the files were not as helpful as they might be.
There were also some indications that particular members of some of the sections thought that planning was a "waste of time." James had talked to one electrician who told him flat out that he did not need to be told how to run a conduit. This electrician had felt irritated at the thought that he had to be “baby sat.”
One of the planners had recently also expressed irritation, but not for the same reason. This planner was upset that the section supervisor had not taken his advice to rewind a motor in-house. Instead the supervisor had agreed with the electrician to send the motor out to a local motor rewind shop. The planner wanted to know why the supervisor did not understand that in-house work could provide better quality. The planner asked if James would bring the matter to the plant manager to resolve.
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Not this way 
Management could not understand why reliability continued its slow decline. From discussions with the planning department, nothing seemed to be out of the ordinary. The section supervisors claimed to have their hands full, but were able to stay on top of things.
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