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How to Use This Guide

This book is your complete resource for understanding and implementing Total Productive Maintenance in a food and beverage manufacturing facility. It combines two companion resources into one end-to-end guide:

• Part One (Chapters 1–8) covers the masterclass content: the philosophy, the 8 pillars, OEE, every AM 

step, the food safety context, and the principles of sustainment.

• Part Two (Chapters 9–12) is the implementation toolkit: phase-by-phase rollout, real timelines, 

templates, and checklists you can use from day one.

 

You can read this guide cover to cover or use it as a reference — returning to individual chapters as you reach each stage of your implementation. The structure is intentional: you cannot roll out TPM successfully without understanding why it works, and understanding without action produces nothing.

 

Chapte

Title                                      Focus

r

1        Introduction to TPM                 The philosophy, history and business case

2        The 8 Pillars of TPM                   Each pillar and how they work together

3        Overall Equipment Effectiveness       Calculating, understanding and improving OEE

4        Autonomous Maintenance           Training operators to own basic equipment care

5        Planned Maintenance Pillar           Integrating PPM with TPM

6        Focused Improvement (Kobetsu       Eliminating the six big losses

Kaizen)

7        TPM in Food Safety & GMP Context    BRC, FSSC 22000, SQF and HACCP integration

8        Sustaining TPM                     Why programmes stall — and how to stop it

9        Phase 0: Preparation                 Leadership alignment, baseline, pilot selection

10       Phase 1: Launch                     AM Step 1, OEE measurement, defect tagging

11       Phase 2: Build                        Standards, Planned Maintenance uplift, first Kaizen

12       Phase 3: Sustain & Expand            Site-wide rollout and embedding the culture
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CHAPTER 1

 

Introduction to TPM

What it is, where it came from, and why your F&B facility needs it now

 

What Is Total Productive Maintenance?

Total Productive Maintenance is a company-wide approach to equipment management with one goal: perfect production. Zero breakdowns. Zero defects. Zero accidents. Not through the efforts of the maintenance team alone, but through the involvement of every person in the facility.

TPM was developed in Japan by Seiichi Nakajima in the 1970s. It emerged from a fundamental recognition: traditional maintenance — where operators run the equipment and maintenance fixes it when it breaks — creates a built-in conflict of interest. No one owns the outcome. Operators run the machine hard. Maintenance responds to what breaks. Improvement is nobody's full-time job.

TPM resolves this by blurring the boundary between operations and maintenance. Everyone becomes responsible for equipment performance. The operator who runs the machine becomes the first line of defence against failure — not a bystander waiting for something to go wrong.

 

■ KEY POINT

TPM is not a maintenance programme. It is an organisational philosophy that uses equipment as the vehicle for culture change. Understanding this distinction is the most important thing you can take from this first chapter.

 

Why TPM Matters in Food and Beverage

Most TPM textbooks were written for automotive manufacturing. Food and beverage is different — and in several critical ways, it is harder. The sector faces a combination of pressures that makes TPM not just valuable but essential:

 

• Regulatory pressure — BRC, FSSC 22000 and SQF require documented evidence of equipment 

management and continuous improvement. TPM provides exactly that.

• Thin margins — production efficiency directly impacts profitability in a way that few other sectors 

experience. Every minute of lost time has a dollar figure attached to it.

• Food safety dependency — equipment condition directly affects product safety, not just output 

volume. A failing sensor or a worn seal is not just a maintenance problem; it is a food safety problem.

• Short production runs — frequent changeovers amplify the cost of every equipment loss. Setup time is 

one of the six big OEE losses.

• Labour constraints — getting more from existing teams through upskilling rather than headcount 

growth is a competitive necessity.

 

■ KEY POINT
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World-class food and beverage manufacturers typically achieve OEE of 75–85%. Most facilities operating without a structured maintenance system run at 40–55% OEE. Closing that gap on a single production line represents millions of dollars in recovered capacity.

 

TPM vs Traditional Maintenance

The table below captures the fundamental shift in thinking that TPM requires. This is not a gradual improvement to how maintenance currently works. It is a different model entirely.

 

Aspect                    Traditional Maintenance                TPM Approach

Equipment ownership       Maintenance department owns           Everyone owns equipment — operators 

equipment                           are first line

Operator role                Run the machine — call maintenance      Clean, inspect, lubricate, tighten — 

when it breaks                           prevent failures

Maintenance role           Reactive + planned maintenance          Specialist work + coaching operators + 

reliability engineering

Improvement             Maintenance fixes problems when        Cross-functional teams eliminate root 

reported                               causes permanently

Measurement             Breakdown count, response time         OEE — Availability × Performance × 

Quality

Culture                      'I operate, you fix'                          'We are all responsible for equipment 

performance'

Food safety                 Separate from operations                 Equipment condition = food safety — 

fully integrated

 




Chapter 1 Self-Assessment

Use these questions to ground the theory in your specific site context before moving forward.

1. Define TPM in your own words — what makes it different from a standard PM programme? 2. Why is operator involvement the foundation of TPM rather than a nice-to-have addition? 3. Identify one production line at your facility where TPM could have the highest impact. What is your 

estimated OEE on that line today?

4. What is the single biggest cultural barrier to TPM adoption at your site?
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