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Wh t i O t E i t C ?

1. Why do it? People before Tools

What is Operator Equipment Care?

 Operators keeping the equipment clean Operators keeping the equipment clean

 Operators conducting inspections for Maintenance

 Operators ensuring Basic Equipment Conditions of no 
looseness, no contamination and perfect lubrication

 Operators finding equipment problems at the earliest 
possible time using their own inspection checklistspossible time using their own inspection checklists

 Operators minimising unnecessary wear and deterioration 
to the equipments caused by poor operationto the equipments caused by poor operation

 Operators ensuring equipment conditions do not lead to 
quality problems



1. Why do it? People before Tools

Defining  Operator Equipment Care

Applying Prevention at Source to Equipment so as to 
i ifi tl i O ll E i t Eff tisignificantly improve Overall Equipment Effectiveness 
(OEE = A x R x Q) while reducing maintenance costs

Early detection of equipment defects whileEarly detection of equipment defects while 
practicing defect avoidance

equipment defect = anything that could lead to early or accelerated deterioration
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defect avoidance = stopping equipment and quality defects from occurring



People before Tools1. Why do it?

What do we want all our Operator to be 
able to do to care for their Equipment?able to do to care for their Equipment? 
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People before Tools1. Why do it?

What do we want all our Operator to be 
able to do to care for their Equipment?able to do to care for their Equipment? 

• Recognise equipment defects or abnormalities at an early stage 

• Initiate and ensure rectifications are promptly carried out
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People before Tools1. Why do it?

What do we want all our Operator to be 
able to do to care for their Equipment?able to do to care for their Equipment? 

• Recognise equipment defects or abnormalities at an early stage 

U d t d i t f ti d h i

• Initiate and ensure rectifications are promptly carried out

• Understand equipment functions and mechanisms

• Detect causes of equipment defects or abnormalities

• Diagnose equipment problems at an early stage

• Effectively communicate equipment problems to Maintenance

• Carry out minor servicing of their equipment
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2. Establishing the discipline People before Tools

The need for Team Structure
Th b t f ll O t t t k kill i f thThe best way for all Operators to take on new skills is for them 
to work in Area Based Teams of 4‐8 which includes a designated 
working Team Leader, and dedicated maintenance supportworking Team Leader, and dedicated maintenance support

• Competent working Team Leaders need to be in place with 
h dno more than 7 direct reports

• Production and Maintenance rosters need to be aligned

• Dedicated Maintenance who have the time and capability to 
teach operators what to look for (eg equipment defects), are 

If you aren’t confident you have the right structure, don’t start

allocated to support the teams on a regular basis
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If you aren t confident you have the right structure, don t start



2. Establishing the discipline

h d f i

People before Tools

The need for Time
Typically we need 2 hours a week per shift or 5% of normal workTypically we need 2 hours a week per shift or 5% of normal work 
time per week

How do we find the Time?How do we find the Time?

1. Improve Overall Equipment Effectiveness by more than 10% 
b f t tibefore starting

2. Reduced Planned Maintenance time by having majority of 
l d i k l d hil i iplanned maintenance work completed while equipment is 

stopped each week for the 2 hours

3. Change the equipment so it easy for operators to find the 
problems
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If you aren’t confident you have the time, don’t start



3. Engaging Maintenance to Support People before Tools

Often the challenges we find:

• Possible barriers between Maintenance vs Production• Possible barriers between Maintenance vs Production

• Maintenance people being cynical about operator equipment care

• Maintenance people not having the time

What do we need to achieve:

• Maintenance people not having the time

What do we need to achieve:

• Free up the time of Maintenance people

C t i t t bilit th t d t• Create a maintenance support capability that can respond to 
small problems and issues identified by the operators

• Stabilise the Production Plan so we can ensure regular (weekly)• Stabilise the Production Plan so we can ensure regular (weekly) 
Clean for Inspections to develop Operator Skills and allow 
Maintenance to fix the defects
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A k th  A diAsk the Audience
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3. Engaging Maintenance to Support People before Tools

Pathway to engage Maintenance support:

E M i t d P d ti t li d• Ensure Maintenance and Production rosters are aligned or 
supportive

• Get maintenance people involved in Cross functional• Get maintenance people involved in Cross‐functional 
improvement teams focused on improving OEE

• Use Time Lost as a driver for initiating Maintenance on‐going• Use Time Lost as a driver for initiating Maintenance on‐going 
Continuous Improvement activities to free up their time

• Establish a defect management system so that minor defectsEstablish a defect management system so that minor defects 
don’t have to go through the work order system

• Get maintenance people involved in the Clean for Inspection p p p
activities so they can work along side the operators and assist 
them in understanding what a defect is. 
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4. Getting the learning sequence right People before Tools

Create time for Area Based Team Improvement Activities
• Cross‐functional Teams to improve OEE by at least 10% and build relationships

f kPreparation for Work Area Management
• Establish flexible team (4‐8) with designated working Team Leader and maintenance support

Work Area Management (1 Cycle then on‐going)g ( y g g)
• Establish discipline within the workplace so that everything is orderly, neat & tidy

• Improve communications across all shifts

• Standardise Work across all shifts• Standardise Work across all shifts

Operator Equipment Management (7 Steps over 9‐11 Cycles)
• Step 1 Identify & Rectify Equipment Defects

• Step 2 Address Sources of Contamination and Apply Visual Controls

• Step 3 Establish Perfect Lubrication and enhance Clean for Inspection Standards & Procedures

• Step 4 Understand Equipment Functioning (typically 6‐10 modules over 3‐5 cycles)p q p g ( yp y y )

• Step 5 Finalise Inspection Standards & Procedures

• Step 6 Understand Quality and Equipment relationships

• Step 7 Maintain Zero Breakdowns Zero Quality Problems Zero Accidents or Incidents
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• Step 7 Maintain Zero Breakdowns, Zero Quality Problems, Zero Accidents or Incidents



5. Pitfall to watch out for People before Tools

1. Starting Operator Equipment Care without first establishing 
an effective communications line between shifts to allow 
agreement before changes are made.

2. Think Operators know what a defect is even after you have p y
explained it to them

3. Thinking all operators know how to properly clean3. Thinking all operators know how to properly clean 
equipment

4. Not having all crews on all shifts in the one area or at one4. Not having all crews on all shifts in the one area or at one 
line progressing at the same level of learning

5 Not having the maintenance roster aligned to the production5. Not having the maintenance roster aligned to the production 
roster so at least 1 dedicated maintenance person can be 
allocated to each production crew involved
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Final Word
People before Tools

Final Word

Operator Equipment Care should be a p q p
journey of development for your 

operators maintainers and support staffoperators, maintainers, and support staff

Zero Breakdowns

Zero Quality Problems

Zero Accidents or IncidentsZero Accidents or Incidents

Achieving the target OEE and reducing Maintenance Costs by 50%
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Achieving the target OEE and reducing Maintenance Costs by 50%



How can we help you develop your in-house capability?

4 Page Operator Equipment Management Steps 1 to 7 Summary
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Review past webinars on YouTube or via our webpage: www.ctpm.org.au
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Copyright 2015 CTPM – For further information please refer to: www.ctpm.org.au

Review past webinars on YouTube or via our webpage: www.ctpm.org.au



How can we help you develop your in-house capability?
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