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South Florida Regional Transit Authority

Tri-Rail

Station Maintenance Work Control Plan
1. Purpose:  The purpose of this plan is to provide guidance and procedures for establishing and maintaining basic work control processes for the South Florida Rural Transit Authority (SFRTA) contract.  This plan addresses the following:
1.1. Unscheduled Services Processing.

1.2. Communications.

1.3. Work Request procedures.

1.4. Work Request Prioritization.

1.5. Work Request Approval.

1.6. Work Orders

1.7. Work Order and Customer Reports.

1.8. Work Order Accounting.

1.9. Work Order Completion.
1.10. Work Order Closure.
2. Scope:  This plan applies only to the SFRTA facilities under contract.  Although much of this plan will apply throughout the life of the contract, this plan is meant to provide guidance for manual procedures during phase-in and times when the planned automated real-time Computerized Maintenance Management System (CMMS) may be unusable due to power outage or system failure.  Revision of this plan may be required as the new CMMS is completely implemented.  In the interim, until the inventory and inspection process is complete, Meridian Management’s “Pyramid” Maintenance Management Software System will be used in conjunction with various forms of verbal, written, and electronic communications to comply with this plan.
3. Policy: Meridian Management strives to maintain control of all processes and assets while in responsible charge of our customers facilities.  The ability to receive requests for services and respond to those requests in a timely manor forms the most basic perception of our company to the customer.  All service requests will be processed to the extent necessary to insure we meet our contract obligations and demonstrate a professional desire to meet our customer’s needs.  
4. References: 

4.1. MMC OPSMAN, Tab 17, Building Operating and Maintenance Plan, VI.E

4.2. MMC OPSMAN, Tab 18, Building Operating Plan, VII.A

4.3. Agreement No. 04-100, Station Maintenance Services for SFRTA/Tri-Rail’s Commuter Rail Stations.

5. Definitions: The following definitions, abbreviations, and acronyms will be utilized throughout the plan.
5.1. Unscheduled work – Unscheduled work is typically generated by the customer as service calls due to system failure, breakage, or other unplanned event.  Unscheduled work requires a preset process or set of events to occur to insure initial response, resolution, and feedback to the customer occurs in a timely manor.  
5.2. Preventive Maintenance (PM) – Planned or scheduled maintenance actions intended to extend system life and prevent premature breakdown.
5.3. Tour – Scheduled event performed by standing order (SO) in which an employee travels a predetermined route in or around a facility to make observations and record critical systems status on the route sheet and tour log.  The intent of a tour is to identify problems before they become emergencies and the customer has to intervene.
5.4. Corrective Maintenance Action (CMA) – Corrective Maintenance results when discrepancies are discovered during a tour or PM.  The objective of a CMA is to intervene before a failure occurs and the customer is impacted.  CMA’s can be completed immediately or scheduled for a later date depending on how critical the system is and parts availability.  In either case the action extends the tour or PM and another work order is typically generated to document the work.
5.5. Testing and Certification Inspections (T&C) – A service provided at scheduled intervals based on customer requirements, applicable industry standards or agency codes/laws.  Certification of a system or equipment item implies the testing engineer/technician has specific training and authority to conduct testing and certify the system or equipment.

5.6. Computerized Maintenance Management System (CMMS) – a computer database of related data designed to assist managers in the execution of facility operations and maintenance.
5.7. Pyramid - Meridian Management’s CMMS system.
5.8. Acceptance testing – testing conducted in the presence of the owner or owners’ representative for the purpose of changing ownership from construction contractor to owner of property.
5.9. Authority Having Jurisdiction (AHJ) – Designated governmental body authorized to interpret and enforce federal, state, and local codes and ordinances.
5.10. Reimbursable Work Authorization (RWA) - Work requested and approved by the owner or duly authorized owner’s representative prior to MMC initiating any financial obligations or starting work.  Reimbursable work is not included in the scope of the current contract and is reimbursable to the MMC upon satisfactory completion and approval by the owner.
5.11. Work Control Center (WCC) – Primary location, or contact where work requests are received, processed for approval, and workers are dispatched.  
6. Responsibilities:
6.1. The Regional Operations Manager will:

6.1.1. Ensure work control procedures are established in writing and this plan is distributed to all agencies affected.
6.1.2. Train/educate the PM and customer on the procedures in this plan.
6.1.3. Perform inspections and solicit feedback to ensure established procedures are being followed.
6.1.4. Review and approve updates to the plan as needed.
6.2. The Project Manager will:

6.2.1. Keep relevant information (phone numbers, email, fax numbers etc.) required by this plan up to date and disseminated to all users.

6.2.2. Ensure these plans and procedures are carried out consistently, the customer is kept informed, and open work orders are expensed, closed are filed in accordance with the Site file plan.

6.2.3. Ensure site personnel have the necessary resources to perform unscheduled work and are trained to use and maintain their equipment in a safe manor.
6.2.4. Develop appropriate forms for approval by the ROM for use in the Plan.
6.2.5. Understand and satisfy the contract requirements for Emergency, Urgent, and Routine work classifications.
6.2.6. Use the Contract Parameters to determine whether work is in-scope or not.
6.2.7. Understand and execute RWA procedures to include estimating, customer approval, and invoicing.
6.3. Maintenance Personnel will:

6.3.1. Work their scheduled shifts, conduct building Tours, respond to service calls, perform PM work orders and repairs as directed.
6.3.2. Identify corrective maintenance work to help avoid unscheduled failure.

6.3.3. Have their vehicles, equipment, and tools, serviceable and readily available to respond to customer emergencies.

6.3.4. When on call, have their Nextel mobile phone on, and be prepared to respond within 2 hours to an emergency call.

6.3.5. Respond to customer work requests and inquiries as appropriate.
6.3.6. Notify the PM of work above their approval authority or ability to perform.
6.3.7. Keep the PM informed of their status should they become unable to report to work or perform their duties for any reason.
6.3.8. Complete work orders and forms thoroughly and legibly written.

7. Procedures: 
7.1. Unscheduled Services:  A process map has been developed (see Figure 7.1) to illustrate essential decisions and procedures to follow for providing unscheduled service.  
7.2. Communications – The Project Manager will develop and maintain a comprehensive list of phone numbers at the MMC work control center in a 3 ring binder labeled “EMERGENCY CONTACT INFORMATION”.  The list of numbers will include the names, phone numbers, and other pertinent information on all MMC site personnel, subcontractors, the owner’s representatives, CSX Operations Center, SFRTA Operations Center, Security Supervisor, and local emergency authorities.
7.2.1. The primary means for communication of urgent and emergency information will be the telephone or Cell phone.  Email is not reliable enough to communicate urgent or emergency information.
7.2.2. Email/FAX electronic transmission of information may be used for routine work requests.
7.3. Work Requests: All unscheduled work starts out as a work request.  That is, it must be tested for validity and scope before it is approved and becomes a work order.  The project manager has authority to approve all work within the scope of the contract.  The project manager does not have authority to approve work determined or suspected to be out of the scope of the contract.  All reimbursable work must be approved by the ROM until authority is delegated in writing to the PM.  
7.3.1. Submitting a Work Request – Until such time as the on-line CMMS system can be implemented, the preferred method of submission will be verbal via phone/cell for emergency and urgent work, and phone/cell/fax or email for routine work.  Every effort should be made to contact the MMC WCC or technician duty phone prior to contacting any subcontractors or MMC corporate staff.  All work requests must include the time of the request, requestor’s name and contact information, nature of the request and date/time needed by.
7.4. Work Request Prioritization - Once a call for service has been received and documented using the authorized work request Form, the project manager or technician on duty has to make a determination of the priority of the requested service.  For this contract the following priorities have been established:
7.4.1. Emergency – A situation requiring less than a four hour response to investigate or mitigate a safety hazard, utility outage, utility breakage, or other incident which interrupts passenger processing or train schedules.  This would specifically include all non-functioning lighting systems and elevators in 4.15.1.5.  Emergency work, when possible, will be completed within 24 hours after the initial response if it can not be resolved immediately.  Emergency situations may be downgraded to Urgent or Routine with the concurrence of the customer if the initial response actions satisfied the emergency nature of the call and allows time for better planning and execution of a permanent repair.
7.4.2. Urgent – A situation not requiring immediate response but, must be responded to within 24 hours to mitigate or eliminate a problem.  This would specifically include vandalism/removal of graffiti as required in 4.15.1.5.  Urgent work, when practical, will be completed within 72 hours after initial response if it can not be resolved during the initial response.  Urgent work orders may be downgraded to Routine with the concurrence of the customer if the initial response actions satisfied the urgent nature of the call.
7.4.3. Routine – Routine service requests are planned and executed within the service technician’s normal duty hours, preferably during their scheduled routes.  Routine service requests should be completed within 7 days but, may take longer depending on the nature of the request, planning effort, and material delivery constraints.  Open work order reports will be reviewed weekly by the project manager and owners representative.
7.5. Work Approval – Approval of a work request initiates the work order.
7.5.1. Work in scope of contract - All work within the scope of the contract is approved, prioritized, and scheduled by the PM or as delegated to his subordinates.
7.5.2. Work out of scope of contract - In accordance with the contract stipulations, all reimbursable work requests must have a customer approval and purchase order number.  Work determined to be out of the scope of services for the contract and above the PM’s approval authority threshold, must be coordinated with the ROM prior to committing resources.  The PM’s approval authority for reimbursable work will vary depending on training and experience.  Approval authority is delegated in writing.  
7.6. Work Orders – Once work is approved, the request become a work order and can be scheduled or dispatched as appropriate.  There are five types of work orders:
7.6.1. Routine (RO) work orders can be scheduled or unscheduled and are typically initiated by technicians for routine actions as a result of inspections or tours.

7.6.2. Standing Orders (SO) are pre-approved recurring work orders generated by the CMMS on a schedule to account for periodic type work such as tours, watches, and service work such as custodial or grounds maintenance.

7.6.3. Preventive Maintenance (PM) work orders are pre-approved recurring orders generated by the CMMS on a set schedule for maintenance on a specific real property asset with a related set of instructions.

7.6.4. Service Call (SC) are unscheduled work orders in response to a customer initiated requests. 
7.6.5. Reimbursable (RE) work requests are used to initiate and track out of scope work.  Reimbursable service requests may be Emergency, Urgent or Routine; however, the approval process is different.  Only the customer can approve reimbursable work.  Therefore, initial response to emergency and urgent service calls from the owner will be responded to as required by 7.4.1 and 7.4.2.  A determination will be made after the emergency is mitigated as to whether the service call is reimbursable.  The owner will be notified as soon as possible if the project manager believes the work is reimbursable.  If the work is Reimbursable, the owner will be notified and an invoice submitted with all reimbursable expenses plus a reasonable markup for overhead and profit.
7.6.5.1. Warranty – Warranty work is a type of reimbursable authorization.  In accordance with 4.13 of the contract, MMC will aggressively administer warranties owned by SFRTA as listed in attachment F.  Inspections, troubleshooting, and attempted repair work which reveals circumstances where the SFRTA warranties apply will be conducted as routine service work and will not be charged as reimbursable.  Once circumstances reveal that a SFRTA warranty applies, all work will be ceased until the owner either approves the work as reimbursable or the warranty is enforced upon the responsible party.
7.7. Work Order and Customer Reports – Keeping the customer informed is important as it demonstrates good management practices are in place to control resources and identify problems early.  The project manager determines the need for update by his field technician for on-going work in order to keep the customer informed of emergency and urgent work efforts.  The process map in Figure 7.1 illustrates several key events that prompt a customer update or feedback.  Since work order tracking insures positive control of work efforts and site conditions, customer reports will closely align with standard work order reporting.  However, customer reports and logs outlined in section 4.18 of the contract will also be provided.
7.7.1. Annual Reports – Will include an assessment of the station conditions as compared to the benchmark report with recommendations for upgrades, corrective measures, and out of scope work.  Annual testing/certification of fire alarm systems/extinguishers, Elevators, Backflow Preventors, and roofing.  A trend analysis of station defect logs will be provided.
7.7.2. Monthly Reports – Will include an itemized vandalism and storm damage log, HVAC and elevator trouble logs, and the daily station condition reports accumulated during the month. 
7.7.3. Daily Reports – Daily condition reports will be completed manually as outlined in contract section 4.18.3.  Exception reporting will be used.  That is “only events requiring immediate reporting will be reported to the owner.  Daily incident reports will be logged in the monthly reports.
7.7.4. Immediate Reporting – Will be made via cell phone or land-line.
7.7.5. Unscheduled Work - All unscheduled service requests will be entered into the CMMS and tracked weekly as minimum.  The project manager will include an open and closed work order report by station with his weekly report to the customer.
7.7.6. Scheduled work - Scheduled work includes Tours, Testing and Certification, Preventive Maintenance, and Periodic services.  Schedules for testing and maintenance will be provided once the inventory and PM scheduling is complete and the new CMMS is operational.  For Periodic services, daily, weekly, monthly, and annual schedules will be provided. 
7.7.7. Reimbursable work - Pyramid provides a reimbursable work request log for tracking status of all RWA work in progress which will be provided monthly or upon request.  
7.8. Work Order Accounting – Time and material expenses are accounted for against the work order for which they were approved.  Emergency and Urgent responses, whether they occur during duty hours or not, are accounted for from portal to portal (location to location).  Routine scheduled work will be accounted for from the time it took to set-up and complete the job, including clean-up.  A separate work order will be established each pay period for each craftsman to account for travel time.  A travel log has been developed to be kept in the service vehicle.  The log will be turned in weekly to the PM.
7.9. Work Order Completion – The service technician/craftsmen is responsible for notifying the project manager when a work order is complete.  The craftsmen will turn in the completed work request with a brief legibly written explanation of the service performed, the time it was completed, the time it took to complete, and any materials expensed on the job.  The project manager will verify completion and inform the owner.
7.10. Work Order Close-out – Work orders should be closed out as soon as possible.  In order to close out a work order, the PM must expense all time and materials to the job, including any subcontract costs.  Work orders will be expensed and closed within one week of completion and inspection.  For work involving subcontractors and material invoices, close out may take longer pending final invoices.  
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FIGURE 7.1


WORK REQUEST PROCESS MAP


V = VOICE;  R = RADIO;  F = FAX;  E = EMAIL
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