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What is Weekly Scheduling?

• Not an appointment book

• Not an exact science

• A week-sized batch of planned, ready-to-go 
work orders whose total estimated hours 
matches the projected available work hours of 
the specific crew scheduled.



Why Planning Needs Scheduling
to Be Successful

• Efficiencies gained on planned work orders may 
not translate to overall maintenance efficiency.

 Missing ingredient:  Allocating enough work 
each week to fill all available hours



Why Planning Needs Scheduling
to Be Successful

• Planning the work does not ensure the work 
will get done.

 Scheduling brings the discipline and 
structure to eliminate the black hole where 
work orders go to die.

 Scheduling brings accountability to 
maintenance supervisors.



• Scheduling brings accountability to planning.

 Emphasizes the importance of good 
estimates and coordination.

Why Planning Needs Scheduling
to Be Successful



The Path to Scheduling Success at SNL

• Recognizing the need

• Developing the process

• Implementing the process

• Measuring success

• Status and results at SNL



Recognizing the Need

• Develop a Subject Matter Expert (SME)

• Initiate scheduling dialog (conceptual)

• Create a Business Case and Obtain Management 
Commitment

• Educate





What, When, and How …

• Process Map (Keep it real.)

 Integrated

 Feasible

 Accountable

 Instructive

• Communication and Training (Drive them home.)



Who Does What?

• Planner/Scheduler

 Review Future Work

 Create Job Plans and 
Estimates

 Review Weekly 
Schedule

 Look at Entire Backlog

 Look at Overall Labor

 Back up Other Planners

• Supervisor

 Present Work

 Assign Work Orders

 Work from Weekly  
Schedule Plus Urgent 
Requests

 Monitor Progress in 
the Field

 Back up Other 
Supervisors



Maintenance Scheduling Process Map



Implementation

• Plan and schedule the implementation

• Provide tools and training

• Practice (Dry run with phased pilot programs)

• Produce Real Weekly Schedule

• Review, discuss, adjust, repeat



Evolution of SNL Scheduling

• March 2009:  Conducted Doc Palmer training on planning/scheduling 
principles with Team Leads and Planners, and conducted work-sampling 
training for Wrench Time Team.

• April 2009:  Completed Wrench Time Work Sampling to establish 
Scheduling Baseline.

• May-June 2009:  Started a phased transition to pilot scheduling with 11 
Maintenance crews.

• July-Sept 2009:  Tracked scheduling metrics unofficially to monitor 
health of implementation and resolve scheduling process bugs.

• Oct. 2009:  Began formal tracking of metrics with monthly department 
and senior management reviews.

• Jan. 2010:  Completed programming to automate metrics tracking and 
reduce manual effort.

• June 2010:  Began weekly red/green reviews with Team Supervisors and 
Planners.

• Jan. 2011:  Completed follow-up Wrench Time Study.



Measuring Success:
Are We Doing this Right?

Leading Measures

• For Planner/Scheduler   

 Percentage of available hours scheduled (Goal=100%)

 On-time posting of schedules (Goal=100%)

• For Crew Supervisor

 Percentage of scheduled work orders completed 
during the week scheduled

 On-time completion of crew availability forecast
(Goal = 100%)

 Number of “break-in” work orders per week
(Goal = Trend Down)



Planner/Scheduler Leading Measures



Weekly Schedule Report



Weekly Schedule Report



Weekly Schedule Report



Measuring Success:
Are We Doing this Right?

Leading Measures

• For Planner/Scheduler 

 Percentage of available hours scheduled(goal=100%)

 On time posting of schedules(goal=100%)

• For Crew Supervisor

 Percentage of scheduled work orders completed 
during the week scheduled

 On-time completion of crew availability forecast
(Goal = 100%)

 Number of “break-in” work orders per week
(Goal = Trend Down)                      



Crew Availability Forecast



Schedule Completion Rates (Weekly Tracking)



Schedule Completion Rates (Weekly Tracking)



Schedule Completion Rates (Weekly Tracking)



Monthly Schedule Completion Rates per Crew



Two-Year Trend of Monthly Schedule 
Completion Rates (All Crews)



Measuring Success: 
Are We Getting More Work Done?

Lagging Measures

• Number of total work orders completed per month

• Percentage of completed work orders that were planned 
and scheduled (weighted by actual labor hours)

• Maintenance backlog by crew (measured in weeks)

• Number of work orders/Craftsmen (pre- and post-
scheduling)

• Wrench Time (compared to baseline)



Two-Year Trend of Work Order Completions





Backlog Trend for All Crews



Weekly Crew Backlog



Two-Year Trend of Work Orders 
Completed per Craft



Productivity Comparison:
Pre- vs. Post-Scheduling



Wrench Time Results to Date



Making it Stick

• Remove distractions

 Colocate Planners and Schedulers

 Eliminate “extra job duties”

• Remove barriers

 Address and resolve problems

• Reinforce expectations

 Beware of competing or conflicting metrics

 Be very clear



Reinforce Scheduling Process:  Review Red/Green Report 
Weekly with Team Leads and Planners



Reinforce Scheduling Process:  Review Red/Green Report 
Weekly with Team Leads and Planners



Reinforce Scheduling Process:  Review Red/Green 
Report Weekly with Team Leads and Planners



Questions?


