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Any maintenance professional with significant experience knows the importance of management support of the planned maintenance effort.  As plant managers have become more portable, their tenures have shortened at the various stops in their careers.  Instead of employing a long-term vision for an efficient operation, managers often become tempted to cut corners in order to gain short-term improvements in production numbers.  This temptation can be further developed by the push of corporate directives toward unrealistic goals for throughput and costs.  Frequently, these short-term decisions have a negative impact on equipment reliability.
Although the maintenance effort is required to be efficient in resolving equipment problems, the change to a short-term focus can transform a strong maintenance organization into a disordered repair shop.  As more effort is placed on running equipment longer and harder, planned work will be phased out and the emphasis will be placed on performing quick repairs.  Resources will be wasted as breakdowns increase and costs rise.  Soon, maintenance will be the scapegoat for nearly all the problems of the facility.

Plant management can avoid these negative consequences by adopting a more supportive attitude toward an organized approach to maintenance.  Responsibilities for management toward the maintenance organization include:
Support of the maintenance & reliability effort – Management must have a long-term vision for an organized approach to maintenance.  This includes creating an environment based on respect and accountability instead of assigning blame when problems arise.  More interest must be placed on the elimination of equipment problems rather than temporary repairs.
Establishment of an accurate and efficient measurement system – Key process indicators (KPI’s) should be well-defined and selected as a true reflection of plant performance.  Upkeep of these indicators should not require excessive amounts of time for data handling.  All employees should have access to these measures and possess an understanding of their importance.
Communicate expectations – Clearly defined job descriptions should exist for every employee.  Performance reviews should be conducted annually to document individual progress toward established objectives.  Messages to employees must be consistent and be focused on the achievement of the goals of the facility.  A fair system should be in place to reward exceptional behavior and correct negative performance.
Remove obstacles to progress – Management must make an attempt to remove obstacles to the maintenance effort.  Projects with a demonstrated payback need to be pushed for approval.  Equipment must be made available to perform planned maintenance work, enabling the maintenance team the opportunity to be successful.
Create/refine the maintenance organization – It is the responsibility of management to ensure that the maintenance effort is organized to perform the necessary work.  This includes a support staff (managers, supervisors, planners, tech support, etc.) as well as an appropriate number of craftspeople.  Staffing levels should be based on actual needs to maintain equipment rather than arbitrary budget levels.

Employ competent maintenance leadership – The individual(s) selected by management to lead the maintenance effort must possess the skills and desire to perform the job.  Competency should be verified through review of previous employment and a well-planned interview process.  Training should be planned to address specific needs.  Expectations should be made clear to the selected individuals and they should be empowered to make the required decisions to meet these expectations.
In conclusion, although plant management should defer most daily maintenance decisions to the maintenance leadership, they are responsible for the support necessary to sustain an efficient effort to keep equipment available for production.



















