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How you know if you are in Reactive Maintenance?
You know you have a Problem when you hear after equipment failures:
•We need to write a New PM
•Who worked on the Equipment Last
•We never have parts in the Storeroom
•We do not have time for training, to many problems
•We have a problem with Technician Morale
•We cannot afford to hire a Maintenance Planner
•Our storeroom never has the parts we need

•We do not need a Maintenance Planner; we need our people to “step up”

1



What Constitutes a Failure?

Equipment failurerefers to any event in which anyequipmentcannot accomplish 
its intended purpose or task. 
It may also mean that theequipmentstopped working,isnot performing as 
desired, orisnot meeting target expectations.

Two Types of Equipment Failures:
•Total Functional Failure
•Partial Functional Failure
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Primary Causes of Equipment Failures
1.
2.
3.
4.
5.
6.
7.
8.
9.

Maintenance is Reactive (requires admitting you have a problem)
Improper Operation (Operator Error)
Failure perform Corrective and Preventive Maintenance to Specifications
Doing too much Preventive Maintenance.
Ineffective or No Predictive Maintenance Application to Critical Assets
Maintenance Planning and Scheduling is dysfunctional (Wrench-Time Low)
No Scorecard / Dashboards to ensure everyone knows their score in their specific
position Roles and Responsibilities are not clearly defined
Wrench-time is LOW
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Cause #1 -Maintenance is Reactive
Root Causes of Maintenance being in a Reactive State…
•

•

Lack of Proactive Maintenance Knowledge or Experience
•

•

Lack of Knowledgeable Leadership in Maintenance Best Practices
(Production and Maintenance)
The Environment in the Organization is reactive, and everyone knows it however no one 
knows how to move out of it
Everyone knows Maintenance Cost is out of control, but they are not certain what to do 
about it.
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Cause #2 -Improper 
Operation (Operator Error)

Root Causes of Operator Error…
•Lack of Leadership
•Lack of Discipline
•Lack of Training

•No Operator Care program integration 
with the Maintenance PM Program
•Lack of a Scorecard that is seen and 
accurate
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Cause #3 –Failure to perform Corrective and Preventive 
Maintenance to Specifications

Root Causes of Failure to perform Corrective and Preventive Maintenance to 
Specifications…

•Lack of Knowledge what is Maintenance Best Practices and how to manage as 
a Proactive Organization
•Lack of Resources
✓ Money

The Right People
Leadership from top to
bottom Lack of TRAINING
DOLLARS
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Cause #4 –Doing too much Preventive Maintenance
Root Causeswhy you are doing too much Preventive Maintenance…

•
•
•
•
•

No training in Preventive Maintenance, all knowledge has been passed down over the years
Not knowing how to perform Preventive Maintenance as a “Controlled Experiment” 
Equipment not in a “Maintainable Condition”
Measuring the wrong thing
No one understands the PF Curve
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Cause #5: Ineffective or No Predictive Maintenance Application
Root Cause of Ineffective or No Predictive Maintenance:
•

•

No one understands how to detect Failure Modes early

enough money being loss on a daily basis
No one has heard of the PF Curve

• Predictive Maintenance only used to satisfy the insurance company without regard to the 
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Cause #6: Maintenance Planning and Scheduling is dysfunctional 
(Wrench-Time Low)

Root Cause of Dysfunctional Maintenance Planning and Scheduling
•
•
•
•

Maintenance Leadership has never been trained in Maintenance Planning and Scheduling
No one knows how bad the organization wrench time is
Maintenance Planners are trained however no allowed to Plan and Schedule the “Right Way”
Maintenance is Reactive –Maintenance Planner is chasing parts
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Cause #7: No Scorecard / Dashboards to ensure everyone knows 
their score in their specific position

Root Cause of NO Maintenance Scorecards / Dashboards
•
•
•

Leaders do not have time to identify how to create a Maintenance Score / Dashboard
No one knows how to create one
Maintenance is data rich, but no one knows how to assimilate the date to help everyone 
know their score in their position

10



Cause #8: Roles and Responsibilities have not been defined
Root Cause of Un-Clear Roles and Responsibilities
•Reactive Plant Culture
• No one has roles and responsibilities defined by position for any process
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Simple Tips Resulting in a Reduction in Equipment Failures 
1.

2.

3.

Define what constitutes a partial functional and total 
function failure
Hire someone to provide simple RCA training for Plant, 
Production, Maintenance Leadership, Maintenance 
Technicians, and Operators 
Write Work Orders for all Failures and ensure the 
following is identified:
•Asset Number, Problem or Work Required
•Parts Used, Labor type, Hours, and Number of techs
•Root Cause of the Failure
‒(LS) Lack of specifications
‒(OE) Operator error
‒(NT) Not enough time to repair to specifications
‒(NP) No Repeatable Procedure
‒ Etc.
•Condition as Found
•Condition as Left
•Recommended Changes to Procedures
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Simple Tips to Resulting in a Reduction in Equipment Failures 
4.Track and Manage Failures
•

•

5.

Cost of the Failures
‒Loss Production ($)
‒Parts Expedited Cost
‒Parts/Material Cost
‒ Etc.
Create a A3 Failure Board to share failures with everyone

Create a Dashboard to measure a reduction or increase in failures by area or asset or overall

Loss Production 

$132,423

$2,348

Parts Expedited Cost

Part/Material Cost

$13,288
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Final Thoughts
1.
2.
3.
4.

 
5.
6.

7.
8.

Keep the Maintenance Storeroom Locked and Secure 24/7
Ensure 90% plus of Maintenance Work is Planned and Scheduled
Ensure 100% of Scheduled work has repeatable Procedures
State “Equipment Failures” are unacceptable and must be eliminated unless RTF (Run-To-Failure) is 
the Maintenance Strategy for a specific asset or assets
Train Maintenance Leadership in Maintenance Best Practices
Train all Maintenance Planners (plus one technician) in formal Maintenance Planning and 
Scheduling Best Practices
Provide Formal Training to “2” Maintenance Technicians in “Root Cause Analysis”
Create a New Position –“Maintenance Engineering Technician” (this technician only focused on 
Failure Mitigation and Elimination

9. Post a Scoreboard to Provide all Levels of Plant Personnel to the status of the Maintenance Process

90%

PM 

233

EM Labor 

64%

% Planned 

78%

Schedule 

12

Stockouts

8

Rework

78%

OEECompliance Hours Work Compliance

14



Questions
rsmith@worldclassmaintenance.org
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UpKeep is a service-first company that builds software designed to make
maintenance easier for technicians and managers everywhere. Reduce downtime
up to 18% by switching over to a preventative maintenance solution!

#1 Software for Maintenance 
& Reliability Teams

www.upkeep.com

www.upkeep.com

Our Products
Mobile-first maintenance management and collaboration across all location, assets, and teams

Connected and secure IoT sensors for real-time remote condition asset monitoring

The only purpose built Asset Data Platform. Asset Focused ELT Solution for advanced analytics and integrated, real-time asset data.

"With nearly 340 different machines in our work environment, it's an impossible task to manually assign and track
PM's. With UpKeep we can schedule regular maintenance without overlapping tasks with other critical jobs." 

Paul D, Health and Safety Coordinator

An end-to-end solution for remote condition-based monitoring

Integrated & Centralized Data Ecosystem for World Class Asset Operations

The Maintenance Community Coalition was founded on the belief that working together will benefit everyone within our community

Committed to helping each other thrive in our individual professional journeys by sharing resources and expertise, granting scholarships,
hosting events, and unlocking knowledge – always at no cost. 


