Appendix L: Equipment Failure Triage — Fix Fast, Fail Smart
Purpose
When equipment fails, people freeze. A triage plan keeps product flowing while maintenance fixes the issue. This isn’t about heroics—it’s about discipline under pressure. Every minute matters, and every move must be deliberate.
1. The 3-Minute Rule — Establish Control Fast
Within three minutes of a failure, every leader on the floor should be able to answer three questions:
1. What failed — equipment ID or area
2. Where it happened — location, zone, or workstation
3. What’s impacted — tasks, people, or orders
If those answers aren’t clear within three minutes, it’s not triage—it’s chaos. Train supervisors to respond automatically and communicate clearly.
2. The 5-Step Triage Flow
Step 1: Secure and Report (0–3 Minutes)
• Stop all movement in the immediate area.
• Tag out unsafe equipment (lockout for electrical or hydraulic).
• Notify the Maintenance Lead with equipment ID, issue, and location.
• Log downtime start in WMS or downtime tracker.
• Place safety cones and signage before resuming work nearby.
Step 2: Assess and Prioritize (3–10 Minutes)
Maintenance classifies severity and estimates downtime. Supervisors adjust labor or reroute work immediately.
	Severity Level
	Description
	Response Time

	Critical
	Stops flow to shipping or receiving
	Immediate

	Major
	Impacts one zone or work cell
	<30 minutes

	Moderate
	Slows performance or localized issue
	<2 hours

	Minor
	Nuisance or cosmetic issue
	<24 hours


Step 3: Contain and Continue (10–30 Minutes)
• Reassign operators to backup equipment or manual work.
• Divert orders to alternate routes (e.g., backup printer, secondary dock).
• Communicate ETA for recovery to affected leads.
• Keep floor calm—control tempo and posture.
Goal: Keep product moving, even at reduced speed.
Step 4: Repair and Verify (During Fix)
• Maintenance works under proper lockout/tagout.
• Supervisor monitors progress and communicates any delays.
• Operator verifies functionality after repair, with supervisor present.
• Remove lockout only after verbal confirmation from both maintenance and supervisor.
• Confirm equipment status in WMS before resuming normal operations.
Step 5: Debrief and Log (End of Incident)
• Record total downtime, cause, fix, and operator impact.
• Identify if failure was random or pattern-based (battery neglect, missed PM, misuse).
• Post incident summary on huddle board for 24 hours.
• If failure repeats twice, schedule preventive maintenance review.
3. Equipment Severity Matrix
	Level
	Description
	Example
	Response Time
	Action

	Critical
	Halts core operation
	Conveyor mainline down
	Immediate
	Shift labor, escalate to Ops Manager

	Major
	Affects one zone or key tool
	Forklift hydraulic leak
	<30 min
	Swap equipment, call tech

	Moderate
	Slows performance
	Label printer jam
	<2 hr
	Switch to backup, fix locally

	Minor
	Nuisance or repetitive issue
	Loose guard, warning light
	<24 hr
	Log for PM schedule


4. Backup Playbook — Stay Ready, Not Lucky
Every DC should have an Equipment Contingency Kit, tested quarterly:
• 1 spare label printer per shift
• 2 pre-configured portable scanners
• 1 manual pallet jack per 5 powered units
• Extra charged batteries rotated daily
• Backup handheld with maintenance app access
• Paper pick sheets and blank BOLs

Label it, seal it, and test it quarterly—unverified backups don’t count.
5. Preventive Maintenance Tie-In
	Metric
	Target
	Purpose

	PM Compliance
	100%
	Every scheduled check completed on time

	Downtime
	<2% of total operating hours
	Keeps failures rare

	Top-Cause Review
	Weekly 15-min standup
	Closes the loop between Ops and Maintenance

	Visual Tracker
	Days since last unplanned outage
	Builds awareness and pride


6. Communication Protocol
	Audience
	Timing
	Message Example

	Supervisors
	Within 5 min
	“Forklift #12 down in Zone B—reassigning pickers.”

	Maintenance Lead
	Immediate
	“Conveyor B motor failure—mainline stopped.”

	Ops Manager
	Within 10 min
	“Critical outage, ETA 45 min recovery, 3 orders delayed.”

	Customer Service
	Within 15 min (if delay)
	“Minor delay due to equipment repair; ETA adjusted.”


7. Metrics That Matter
	Metric
	Target
	Purpose

	Average Downtime per Incident
	<30 minutes
	Tracks repair agility

	Repeat Equipment Failures
	<5% per month
	Identifies PM gaps

	% of Downtime Logged with Triage
	100%
	Ensures accountability

	% of Downtime Mitigated via Backup
	80%+
	Measures operational resilience


8. Field Wisdom
Don’t blame the equipment. Machines fail—how you respond defines leadership.
When chaos hits:
• Keep people safe
• Keep product moving
• Document everything

Calm under pressure isn’t discovered—it’s trained. Run triage drills quarterly until reaction becomes reflex.
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