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Why is the potential of TPM so consistently underrated in lean
programmes? Annie Gregory talks to a manufacturer who has adapted

TPM to be lean’s natural ally

PM suffers from an identity crisis. Is
it total productive maintenance or

total predictive maintenance, or even

- as belated recognition that its
impact goes way beyond the engineering
department - total productive
manufacturing? Too many words for
something straightforward: a way to stop
wasting your time fixing machines when you
could be making good products. TPM -
however you choose to spell it out - is
absolutely fundamental to the operations of
any company claiming lean working or
pursuing world-class manufacturing.

Within lean, the most obvious
implementation of TPM principles is
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autonomous maintenance, where operators
take responsibility for basic first-line
maintenance. Without good planned
preventative maintenance (PM) from the
engineers, it won't work. Yet, according to
Dennis McCarthy of DAK Consulting, many
lean implementations often ignore the role
of the maintenance department completely.
In his book Lean TPM - a blueprint for change,
co-written with Nick Rich, he examines the
results of three similarly sized food
manufacturers. Across these three plants,
the overall gains from lean are significant -
some £3.6m. But £1.5m of that is actually
attributable to maintenance activities
through improved asset care. And even that

ignores the net effect of the maintenance
department’s engineering and process
improvement skills in reducing defects and
levels of intervention. That stacks uptoa
hefty £917,000 coming directly from process
optimisation and more than doubles the
contribution made by maintenance to total
lean gains.

It gets worse. Maintenance leaders from
50 major manufacturers were surveyed to
find out what impact they could have on the
seven lean wastes. The average score was 51
out of a possible 63 (showing significant
impact across all areas). Yet not one of their
companies had initiated a programme that
directly engaged the maintenance function
in supporting lean manufacturing processes.
Iwonder if the engineers bothered to hide
their resentment?

McCarthy blames the pioneers of lean who
formulated their approach by observing
Japanese lean methods. The Japanese
already knew and valued the importance of
equipment reliability. “For those observing a
reliable flow process, however, it was a bit
like looking at a building and not realising
how deep its foundations are,” he exclaims.
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35 minutes on things like nozzle cleaning
while the technicians handled the bulk of the
work offline.

Even at this stage there were clear
benefits. Downtime was reduced to 78
minutes a week, including operators’
cleaning time. Obviously, technicians were
taking up some of the load but it let them
inspect key parts for early signs of failure,
using the results to modify and refine the
existing PM schedule. The schedule was
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