
In the life sciences industry, operations and 
maintenance professionals understand critical 
equipment failure is inevitable. Risks may include 
significant downtime and scheduling bottlenecks for 
production, introduced stress for engineering and 
repair crews, and reduced effectiveness in metrics 
such as Planned Production Time and Overall 
Equipment Availability (OEA).  

At NEXA | EAM, we have noted that a higher than 
acceptable exposure to workflow slowdowns stem 
from a simple lack of spare parts, identified at the 
critical juncture, and often too late. However, this 
risk can be mitigated beginning with the most high-
volume cross department use areas, by drilling down 
on what may appear to be low ROI work and solving 
the problem.

Many pharmaceutical companies worldwide have  
faced these issues—however, it does not need to 
be an acceptable cost of doing business, particularly 
for an industry that is providing life-saving and life-
enhancing products. If companies recognize and 
work to resolve Mean Time To Repair (MTTR), using 
a targeted Spare Parts Program Review (SPPR), they 
can improve efficiency and implement a high-quality 
process to ensure production remains on track, and 
schedules intact. 

Taking Corrective Actions 
A process to reduce MTTR can be achieved in the 
following five steps:

1) Reporting the Issue Effectively
2) Planning the Repair 
3) Scheduling the Resources 
4) Troubleshooting Underlying Issues
5) Installing the Correct Part 

Reporting the Issue Effectively
Reporting issues prior to the moment action is 
required is fundamental – waiting to report an issue 
until the end of shift increases the MTTR. Issues 
arising suddenly also require correct reporting 
and documenting, as verbal communication is 
only as good as the first conversation. Categorizing 
work requests correctly – Critical, Safety, Standard, 
Routine (as examples) – will allow proper triage 
and response. Reporting and documenting 
requires a professional and well-run Computerized 
Maintenance Management System (CMMS), with all 
plant equipment individually and clearly identified 
and searchable.
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Planning the Repair 
During the reporting phase, documenting 
information about criticality—in terms of production, 
or environment/safety – is typically provided in 
the CMMS workflow.  With such detailed work 
order requests, Planners can organize the correct 
personnel with the correct parts, tools, and PPE, to 
quickly move the repair further toward completion.  
Planning personnel can turn the production request 
into a work order in minutes, leading to time tracked 
responses and further reducing MTTR.

Scheduling the Resources 
Having the appropriate personnel in place to report 
and plan the repair, as well as respond to the 
repair, are necessary steps in the process.  Often, 
lack of training for Maintenance personnel can 
lead to costly incorrect decisions, or the inability 
to contribute effectively during troubleshooting. 
Maintenance personnel who document repairs 
using part numbers while properly noting both 
symptoms and actionable steps, are important 
resources.  Training and rigid processes for CMMS 
use can lead to success when scheduling.

Troubleshooting Underlying Issues 
Quickly identifying and locating replacements for 
failed parts are critical steps to reduce MTTR.  What 
may have caused the issue – be it process, personnel 
or part failure – is just as valuable.  Reducing MTTR 
while also working toward reducing Mean Time 
Between Repair (MTBR) can be done concurrently.  
Engineering and Maintenance may attempt to 
identify and reduce underlying issues causing 
repeated or premature failures, further contributing 
to OEA.  

Installing the Correct Part 
It is not unusual to have legacy equipment 
(decades old) in constant use, and is a testament 
to the original equipment manufacturer (OEM).  

Furthermore, the ability to upgrade with current 
best practice controls, HMIs, PLCs, can extend the 
equipment life cycle.  Legacy equipment can be 
more difficult to maintain, partially due to a short 
manufacturing life cycle for parts, as equipment can 
arrive onsite with parts nearing the end of the OEM 
manufacturing cycle.  Success still hinges upon open 
information about the correct parts being available, 
as unidentified and non-sourced parts can cause 
delays, adding days or weeks to a repair evolution. 
Conducting a formal and professional Spare Parts 
Program Review is necessary to verify correct parts 
are identified and stocked, with gaps identified.   

Planning For Success
With proper identification, sourcing, and stocking, 
a Maintenance team has confidence parts will be 
available or a recent source has been identified.  
Planning personnel have confidence Maintenance 
will be able to make repairs in a reasonable time 
frame. Production will be able to better support 
short-term reassignment of personnel. And lastly,  
efficiency when reporting an issue will become 
more important, as days or weeks are no longer 
spent “waiting for parts”.  

A professional SPPR can be applied using FMEA 
(Failure Mode & Effects) analysis, working down an 
equipment priority list.  Parts identified, properly 
sourced and quoted, linked to the parent equipment 
and placed into internal stock is the expected 
outcome of a professional and tailored SPPR for 
your organization.
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Benefits in identifying and securing parts in a 
documented SPPR process can provide the needed 
confidence in part availability for Maintenance.  
One common symptom noted when confidence 
in stock room is low can be local ‘squirrel stock’ of 
spare parts.  With parts stored under this inefficient 
system that are either left at the equipment or at 
various locations, other resources in the repair chain 
have no visibility to these parts. With the need they 
feel to protect ‘our parts’, the practice of squirreling 
can become endemic and can reduce cooperation.  
Re-ordering stock relies upon Maintenance noting 
low stock amounts, pushing the responsibility onto 
personnel who may not see or understand the larger 
picture and impact on production.  Further, history 
of past issues is then not applied to determine how 
to best stock parts efficiently.  

Under a professional SPPR, empirical production 
and engineering knowledge now is properly 
documented and may greatly influence buying and 
stocking decisions, while adding visibility to issues 

previously known only to a few people. Identifying 
parts correctly can simplify planning for future 
equipment purchases by increasing the stocking of 
similar spare parts while also reducing exposure to 
parts that may be difficult to source even before the 
equipment arrives. 

A life sciences organization is now set-up to 
eliminate redundant required equipment and 
reduce the facility’s need for space-to-support. 
MTTR is lower, decreasing MTBR, and increasing 
OEA. These operating efficiencies not only assist 
in keeping manufacturing production on schedule, 
but the potential cost-savings can have a dramatic 
impact on the bottom line. 
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in the life sciences industry working with 
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serving as a Calibration Optimization and 
Maintenance Engineer with NEXA | EAM. 
He’s assisted companies in optimizing 
efficiency while maintaining and increasing 

standards of quality; specializes in performing deep dives into 
instrumentation critical classification, calibration cycle and 
cost containment. Brian’s project experience includes legacy 
equipment BOM analysis, spare parts recommendation, 
spare parts sourcing, and concentrating on reducing Mean 
Time to Repair (MTTR) in order to increase Overall Equipment 
Availability (OEA) for production. He is highly skilled at project 
management, navigating multiple stakeholder groups to meet 
demanding schedules to achieve client goals.
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