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ENGINEER ACADEMY This subject area focuses on the skills used to get the maintenance and reliability

work done. It includes planning and scheduling activities, quality assurance of

maintenance activities, stores and inventory management.

Pillar 5: Work Management

Concept & strategy
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ENGINEER ACADEMY 
Establish work identification processes

Select and approve viable work

5.1 Identify, validate, and approve work
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5.1 Identify, validate, and approve work

Work Identification

It is important for those who identify needed maintenance work to understand  

the different types of actions that can be taken and when they should be applied 

from a technical standpoint.

Of equal importance is the ability to assess the business justification for the 

maintenance plan and to develop the needed data support systems for it.

Planning, scheduling, reliability and supply chain efforts rely on the early 

identification of work to be successful.
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Pillar 5: Work Management
1. Identify, validate, and approve work

Early Work Identification

Early Work Identification is an aggressive program whose goal is to prevent 

significant failures.

It is proactive, not reactive. 

It is designed to :

 understand the performance of equipment

 to recognize the most subtle indicators of equipment condition

 to be attuned to the smallest, significant change in condition.

Early identification means problems are caught when they are small and, 

consequently, equipment downtime and costs are reduced.
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5.1 Identify, validate, and approve work
Work Identification Sources

Legacy Work Identification Proactive Work Identification
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Pillar 5: Work Management
1. Identify, validate, and approve work
Work Identification Sources

 RCM outputs:

• PDM/CBM work

• Preventive Maintenance

• Failure finding tasks

• RTF planned work

• Modification & improvement work

 Process data and alarms

 Corrective work

 Emergency work

 Inspection and RBI outputs

• Autonomous maintenance outputs

ENGINEER ACADEMY 

Pillar 5: Work Management
5.1 Identify, validate, and approve work

Identified Work Types

An effective work identification process employs objective methods to 

manage planned and unplanned work

The work or task has to be validated and classified accurately based 

on various categories such as preventive maintenance, predictive 

inspection and testing, corrective maintenance or emergency work.
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Pillar 5: Work Management
5.1 Identify, validate, and approve work

Major Maintenance Work Identification Issues: 

Work Not Identified

Work identified lately

Work Identified but Ignored 

Lack of Description

The Incorrect Equipment is Specified

Poorly Defined and Communicated Standards 

Incorrectly Prioritized Work

ENGINEER ACADEMY 

Pillar 5: Work Management

Develop formal prioritizing system

Implement formal prioritizing system

5.2 Prioritize work
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Pillar 5: Work Management
5.2 Prioritize work

The prioritization of maintenance tasks and activities is defined as:

“the process for approving and selecting the most important work to be 

planned first, scheduling these tasks, and executing those tasks based on 

the priority assigned during the identification and planning processes”.

ENGINEER ACADEMY 

Pillar 5: Work Management
5.2 Prioritize work

A well-defined and properly executed work prioritization process must be 

employed to effectively manage resources (manpower, time, tools, and 

materials) available to the maintenance professional.

An effective prioritization process will assure that:

The most serious 
problems (safety and 
environmental) are 

corrected 
expeditiously

Proactive 
maintenance 
strategies are 

executed

Critical equipment 
that has reached 

functional failure are 
quickly restored to 
meet operational 

requirements.
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Pillar 5: Work Management
5.2 Prioritize work

The following work must also be prioritized , planned, scheduled, and 

executed in an appropriate amount of time.

Work that 
involves 

improvements

Modification of 
processes

Enhancements 
to safety

Others that will 
improve 

conditions

ENGINEER ACADEMY 

Pillar 5: Work Management
5.2 Prioritize work

The most successful companies employ a risk-based strategy to assure that 

work is prioritized and managed to ensure their business goals and 

objectives are safeguarded.

Business 
goals and 
objectives 
are met.

Work 
managed

Work 
prioritization

Risk based 
strategy
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5.2 Prioritize work

Pillar 5: Work Management

Job Priority = Equipment Criticality X Job nature (Failure , Preventive, … etc)

Example priority ranks

1 – Emergency.

2 – Urgent.

3 – Serious.

4 – Noncritical Maintenance on Production Equipment.

5 – Noncritical Maintenance on Nonproduction Equipment.

ENGINEER ACADEMY 

5.2 Prioritize work

Pillar 5: Work Management
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Pillar 5: Work Management
5.3 Plan work
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Pillar 5: Work Management
5.3 Plan work

Develop job package including:

Scope Procedures Materials Tools Testing etc.
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Pillar 5: Work Management

5.3 Plan work

Sources for Planned Work
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Pillar 5: Work Management
5.3 Plan work

Equipment
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Job tasks

Tools

Materials

Worker skills

Work 
environment

Worker 
information 

package 
(job plan).

Knowledge & Information Entries for Job Plan

ENGINEER ACADEMY 

Pillar 5: Work Management

Securing of permits and clearances

Assuring availability of tools and materials 

Estimating time and material costs.

5.3 Plan work

The planning function also includes
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5.3 Plan work

Work planning leads 

to increased 

efficiency and 

effectiveness of the 

maintenance 

workforce, thus 

producing business 

value by lowering 

costs.
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Pillar 5: Work Management

- Criticality analysis is needed to go proactive.

5.3 Plan work

- What to plan and how much planning is enough. ?

Unacceptable Failures
- Planning is required to prevent occurrence

-Jobs to be detailed and intensively 
planned.

Failures to be mitigated
- Planning is required to reduce occurrence

-Jobs to be planned to normal level.

Acceptable Failures
-Jobs to be scheduled with limited planned 

details.

ENGINEER ACADEMY 

Pillar 5: Work Management
5.3 Plan work

Planning 
Principles, 
Elements & 
Contents

Reference: Maintenance Planning &

Scheduling Handbook, Doc Palmer.
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Pillar 5: Work Management

Develop scheduling process

Produce work schedule 

Balance resources 

Monitor backlog

Manage break-in work

5.4 Schedule work
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Pillar 5: Work Management
5.4 Schedule work

Implementing a scheduling process that incorporates the planning process will 

enable effective execution of work.

The needs of plant groups and the business need to be considered in the 

scheduling process.

An understanding of how to balance all factors and create a logical and

achievable schedule is required.

The systems that are connected to and support the scheduling process need 

to be well understood.
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Pillar 5: Work Management
5.4 Schedule work

The purpose of scheduling is to ensure that resources are available at the 

specified time.

All activities need to be scheduled in order to optimize the resources including 

labor and material.

The scheduling function starts after planning of work is completed. .

Work is scheduled after confirmation that all prerequisite work has been 

completed.

ENGINEER ACADEMY 

Pillar 5: Work Management

Review planned work

Review production requirements 

Ensure material availability

Check backlog activities.

5.4 Schedule work

Coordination and communication will require periodic meetings to:
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Pillar 5: Work Management
5.4 Schedule work

Work Scheduling is a process in which :

 All resources required are scheduled within a specified time

 Includes equipment or assets to be shutdown

 Requires review of production and sales

 Resource balancing and assignment agreed to by Maintenance , 

Operations & Engineering

ENGINEER ACADEMY 

Pillar 5: Work Management
5.4 Schedule work

Work Scheduling Considerations: 

Work priority

Work already in progress 

Due or promised date

Amount of weekly emergency and breakdown work 

Amount of weekly standing or mirror work

Preventive maintenance due or overdue

Amount of weekly work center capacity available
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5.4 Schedule work

Work Scheduling Principles:
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Pillar 5: Work Management
5.4 Schedule work

Work Scheduling Principles:
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Pillar 5: Work Management
5.4 Schedule work

Scheduling Success factors:

Should have management support and provided resources and tools

Should be done by experienced & educated professionals

Should be processed as backlog, weekly schedule, then daily work 

Must be flexible enough to accommodate emergency work 

Shouldn’t be scheduled until being “READY”

Having accurate estimates, stores information and contractor information 

Having good work order system and accurate work center availability
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Pillar 5: Work Management
5.4 Schedule work

What scheduling can bring to us:

Uniform work load balance

Utilized resources and saved wastes 

A time for every job

Enables work monitoring 

Enables good preparation

Allows for important work to be done

Remove daily urgency pressures

ENGINEER ACADEMY 

Pillar 5: Work Management
5.4 Schedule work

Planning & Scheduling in Maintenance Organization

Ratio to the number of technicians
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Pillar 5: Work Management

Manage labor

Manage material and services

Control productivity

Ensure EHS compliance

5.5 Execute work
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5.5 Execute work

Execution Role in the Cycle:
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Pillar 5: Work Management
5.5 Execute work

What Problems do we have?
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5.5 Execute work

What needs to be focused on?

 The methods and best practices for effective use of maintenance resources.

 The skills of the maintenance workforce must be satisfy the collective needs of 

the maintenance plan.

 The systems needed to properly support the management of critical resources 

should readily available and well understood.

 The criteria for the appropriate use of the various methods of making spare 

parts available to the maintenance function, along with the benefits and the 

risks associated with each, need to be known.
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Pillar 5: Work Management
5.5 Execute work

What needs to be focused on? (Cont.)

 Methods for sound cost management of the maintenance function and 

how the value of the work performed impacts the business financial metrics 

needs to be thoroughly understood.

 Health, Safety and Environmental guidelines are used to develop and 

implement efficient, comprehensive and proactive programs to ensure a  

safe and environmentally compliant work environment.
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Pillar 5: Work Management
5.5 Execute work

Supervisors should consider several issues when making work assignments. For 

example, after reviewing the work order, the supervisor may ask:

 What level of experience is required to complete the work?

 Do I need an experienced craft technician or can an apprentice 

perform the assignment?

 Do I have someone on my crew who needs experience performing a  

certain task?

 Are there specialty skills required to perform this job?

 Is a technician with those skills available on this shift?
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What Roles do

we have?
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