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Executive Summary

You know the drill: every rebuild season brings the same
challenges. Critical parts have extended lead times that
can stretch for weeks or months. Contractors are booked
solid or promising deliveries they can’t meet. Budget
pressures force you to choose between necessary repairs
and efficiency upgrades. Emergency repairs have eaten
into next year’s rebuild budget because something failed
in July that should have been addressed in January.

This guide cuts through the familiar frustrations with
proven strategies that aggregate plant managers are
using to extend equipment lifespan, eliminate mid-season
failures and turn rebuild season from a necessary evil

into a competitive advantage. Based on real-world
implementations across the industry, these five approaches
can transform your winter shutdown from reactive
maintenance into strategic asset optimization.

The bottom line: plants that incorporate an early
planning phase into rebuild season and focus on “the
big three” systems, coupled with wise enhancement
opportunities, consistently outperform facilities stuck in
the replace-with-identical-parts cycle. The difference isn’t
just reliability—it's profitability and gaining an edge to
remain competitive during challenging economic times.
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Introduction

Here's what separates successful rebuild seasons from
disasters: a planning phase that precedes the rebuild
season by 6 to 8 weeks.

While your competitors are scrambling to source primary
crusher bearings or arguing with contractors about
scheduling, you're already staged for execution. The
facilities that experience smooth rebuilds and reliable
production seasons aren’t lucky—they’re starting their
planning cycle well ahead of the shutdown.

The supply chain reality you're dealing with:

e Primary crusher components: Extended lead
times for major rebuilds

e Large bearings and specialized drives: Multi-week
to multi-month delays

¢ Quality contractors: Booked solid by September
for winter work

o Skilled technicians: Premium rates for
emergency availability

The cost of late planning:
e Markups on rush orders
e Premium rates for short-notice contractor work

e Deferred maintenance that becomes
mid-season failures

An early start isn't just about getting better prices and
availability; it's about having options. Implementing
condition monitoring systems, such as tracking bearing
temperatures, vibration analysis on motors and gearboxes,
belt wear patterns and conveyor component degradation,
allows you to identify issues before shutdown and

predict failures.
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When you discover unexpected wear during shutdown,
you have time to source solutions rather than make
expensive compromises. It's not just about starting early
but about taking the time to understand and address
root cause issues behind failures and problems through
preventative maintenance schedules (greasing bearings
and motors, changing lube filters, re-tensioning v-belts
and belt cleaners) rather than simply practicing
emergency parts replacement.

The five strategies that follow will help you master

this planning phase to turn rebuild season from reactive
maintenance into strategic asset enhancement, so you
emerge in spring with equipment that's not just repaired
but truly optimized for peak performance.

Strategy 1
Master Your Rebuild Timeline

Successful aggregate rebuild seasons begin with
planning that starts at least 6 to 8 weeks prior to your
actual shutdown. This planning window provides several
critical advantages:

e Supply Chain Security: With some parts’ lead times
extending to multiple weeks or months for major
components, early planning ensures parts availability
when work begins.

¢ Resource Allocation: Advanced planning enables
proper scheduling of maintenance crews, contractors
and specialized equipment needed for major rebuilds.

e Budget Optimization: Early planning provides time to
evaluate financing options, negotiate with suppliers
and potentially defer less critical work if budget
constraints emerge.

¢ Root Cause Analysis: Addresses the causes of
premature failure to help break the cycle of
replacing parts while increasing plant reliability.
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Creating Your Master Rebuild Schedule

A comprehensive rebuild timeline should encompass
four distinct phases:

Phase 1: Assessment and Planning

Complete comprehensive root cause analysis
and equipment inspections

Develop the scope of work for each major system
Order long-lead-time items
Secure contractor commitments

Finalize budget allocations

Phase 2: Pre-Shutdown Preparation

Receive and stage critical parts and materials
Conduct final equipment assessments

Brief all personnel on shutdown procedures
Confirm contractor schedules and responsibilities

Prepare the site for safe shutdown

Phase 3: Execution

Execute planned maintenance activities
Implement enhancement opportunities
Conduct ongoing progress reviews

Address unexpected issues as they arise

Maintain detailed documentation of all
work performed

Phase 4: Startup and Validation
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Complete equipment commissioning
Conduct comprehensive testing

Train operators on any system changes
Document lessons learned for future rebuilds

Prepare for the production season startup
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Planning for Long Lead Times

Numerous components can derail your rebuild season
schedule: crusher and shaker bearings, gearboxes,
conveyor belts, electro- and large-screen vibrators, and
other OEM equipment. Replacements can take weeks
to months for delivery.

This is where early involvement of your distribution
partner becomes critical. When you engage 6-8 weeks
before shutdown, your partner can:

¢ Identify which components have extended
lead times

e Order long-lead items before equipment
teardown begins

e Stage critical parts so they're ready when
discovered wear requires replacement

¢ Provide enhancement solutions or drop-in
replacements when delays occur

Once shutdown begins without these components
secured, your timeline is at the mercy of the supply
chain. But when you plan early and leverage a partner
with deep inventory and aggregate expertise, lead time
challenges become manageable obstacles rather than
season-delaying crises.
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Strategy 2 | Focus on “The Big Three”: Crushers, Screens and Conveyors

Understanding Your Critical EQuipment Systems

Aggregate operations can take advantage of the fact that they are less complex than an average industrial or
manufacturing facility. A good plan is to focus on the three primary systems that typically consume 80% of rebuild
attention and budget. These systems represent the highest-value components, and failure during the production
season results in costly emergency repairs and extended downtime.

1. Primary and Secondary Crushers

Jaw crushers, the typical primary crusher, and secondary
crushers comprise the heart of aggregate operations
Crushers endure extreme impact forces from the daily
processing of tons of abrasive rock and aggregate. Constant
compression cycles gradually wear down protective linings
and stress metal components to their fatigue limits. During
rebuild season, focus on these critical inspection points:

e Backing Compounds and Linings: These protective
materials prevent damage to the actual crusher metal.
Check thickness and wear patterns. If linings won't
survive the upcoming production season, rebuild
during shutdown rather than risk mid-season failure.

e Main Bearings: Primary bearings require complete
disassembly for replacement, making them a time-
consuming fix that can impact production schedules.
Parts replacement in this case isn't determined by
seasonality but by proactive monitoring to observe
early signs of wear. An oil analysis can reveal signs of
wear that a visual inspection or operational monitoring
may not uncover.

¢ Drive Components: Inspect motors, gearboxes and
coupling systems. While gearboxes may not require
preemptive replacement, having spare units available
can prove invaluable in the event of unexpected
failures. When a facility does not have a spare critical
gearbox, sending it out for repair at the first sign of
trouble can minimize repair costs and downtime.

Enhancement Opportunities:

B Consider installing vibration isolators to contain
crusher vibration and prevent it from damaging
motors, screens, conveyors and structural
components, significantly extending the life
of these systems.

Upgrading to auto-tensioning motor mounts
ensures v-belts maintain proper tension
automatically, increasing energy efficiency,
reducing belt slip and minimizing maintenance
requirements throughout the production season.

2. Shaker Screens and Vibratory Equipment

Shaker screens segregate aggregates into required size
fractions, making them essential to product quality. Shaker
screens operate continuously at high frequency while
processing abrasive materials, which gradually wear the
screen media and create punishing stress cycles on
specialized vibratory bearings designed for constant
motion. Key rebuild season considerations include:

Bearing Systems: Shaker screens use specialized
bearings designed for vibratory applications.
These bearings should be replaced on a scheduled
basis rather than waiting for failure.

¢ Vibration Equipment: Monitor the condition of
springs, mounts and vibratory motors for damage
and excessive noise, as these can signal impending
failure and lead to harmful vibration transfer to
connected components. Ensure mounting hardware
is secure and all components are free of debris to
protect both the shaker screen and surrounding
equipment from premature wear.

e Screen Media Replacement: Inspect screens to
better understand their condition. When your
process involves applications prone to blocking
and plugging, implement cleaning techniques or
consider changing the screens to a different wire
diameter to increase throughput.

Enhancement Opportunities:

B Modern rubber grommet isolation systems
not only reduce vibration transfer but also
improve screen efficiency by ensuring proper
raking motion rather than vertical bouncing.
The investment typically pays for itself through
extended equipment life across multiple systems.

Rebuild Season Guide for the Aggregate Industry | www.applied.com n



3. Conveyor Systems

Conveyor systems transport millions of tons of abrasive
materials throughout the production season, causing
belt wear from material contact or possible bearing
deterioration from continuous operation under load.
Pulley damage can occur due to constant friction and
material buildup. Conveyor systems present significant
opportunities for efficiency improvements during
rebuild season:

e Belt Evaluation and Optimization: Rebuild season is the
ideal time to diagnose why belts are failing, rather than
just replacing them. Evaluate belt tracking, carryback
issues, load zone sealing and take-up adjustments to
increase belt life. Addressing root causes prevents
premature failure and optimizes belt life.

e Pulley and Idler Adjustments: Inspect head pulleys, tail
pulleys and idler systems. Verify proper pulley design,
belt scraper sizing and tension, snub and bend pulley
angles, and overall belt tension settings. Align and level
idlers to prevent excessive wear and check for proper
rotation, spacing and material buildup.

e V-Belt Drive Alignment: Ensure proper alignment of all
v-belt drive components to prevent premature failure
and energy loss. Inspect for signs of uneven belt wear,
noise or vibration that could indicate misalignment or
worn components.
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Enhancement Opportunities:

B Add belt cleaning systems to extend the life of belts,

pulleys, idlers and bearings while improving safety,
reducing scrap and preventing alignment issues.

Consider upgrading to thicker pulley lagging or a
larger can diameter during rebuilds. These changes
can improve traction, extend pulley and belt life
and optimize conveyor reliability. Ceramic lagging
material may be considered for extreme-duty
applications when significant pulley wear or belt
slip is occurring.

Larger idler pulleys contain more wear material,
slowing rotation and reducing abrasion for longer
service life. Be aware that this upgrade may require
additional system adjustments, so consult your
distributor partner on long-term benefits.

Switch to motorized gearboxes to eliminate v-belt
drives entirely, significantly increasing energy
efficiency, reducing maintenance and lowering
acquisition costs.

Replace traditional double-row tapered roller
bearings with spherical roller bearings specifically
designed for conveyor applications to reduce axial
misalignment and extend equipment life.
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Strategy 3 | Implement Smart Enhancement Opportunities

Moving Beyond Basic Replacement

The aggregate industry traditionally operates with a
conservative approach to equipment upgrades, often
replacing components with identical specifications.
However, rebuild season provides the perfect opportunity
to implement enhancements that can reduce costs and
improve operational efficiency. The goal is to reduce
maintenance cycles, prevent mid-season breakdowns and
increase equipment life by at least one additional season.

High-Impact, Low-Cost Enhancements

Many equipment enhancements require minimal additional
investment while providing substantial returns.

¢ Vibration Isolation Systems: Upgrading traditional metal
springs to engineered rubber grommet systems confines
vibration within individual equipment, preventing
damage to connected systems. Modern rubber isolation
systems not only reduce vibration transfer but also
improve screen efficiency by ensuring proper raking
motion rather than vertical bouncing. The
demonstration is dramatic—you can balance a quarter
on its end on a properly isolated shaker screen while it
operates at full capacity.

¢ Belt Cleaning Systems: Installing primary and secondary
belt cleaners reduces carryback, extends belt life,
minimizes dust generation and reduces cleanup labor.
Carryback can significantly decrease the life of conveyor
belts and the entire conveyor system while causing
tracking issues that make these systems less efficient.

Lagging Thickness Improvements: Upgrading to thicker
pulley lagging typically adds minimal cost while
providing considerably more material to wear through
before replacement is needed. The cost-to-benefit ratio
varies by pulley size and application, but the investment
consistently delivers extended service life. For
extreme-wear applications, ceramic lagging offers
superior durability.

Idler Sizing: Upgrading idler size (e.g., 4-inch to 5-inch)
incurs a higher upfront cost but provides a higher
percentage of wearing material and rotates more
slowly, decreasing overall abrasion and often extending
service life beyond the annual rebuild cycle.

Drive System Optimization: For v-belt systems, proper
shiv alignment and belt tensioning can dramatically
impact system efficiency. Even a minor misalignment
significantly reduces v-belt life and energy efficiency.
Auto-tensioning motor mounts automatically adjust
v-belts for increased energy efficiency, less slip and less
maintenance throughout the season. Ideally, switching
to motorized gearboxes eliminates v-belt drives entirely
while reducing maintenance costs.

Bearing Upgrades: Consider replacing traditional
double-row tapered roller bearings with spherical
roller bearings specifically designed for conveyor
applications. The cost difference is minimal, and
spherical bearings accommodate the axial misalignment
common in conveyor systems, extending service

life dramatically.
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Strategy 4

Solve the Inventory Challenge
Through Strategic Distribution
Partnerships

Understanding the Aggregate Industry’s
Unique Parts Challenge

You already know the dilemma: storing critical
components on-site isn't practical when dust and
vibration can damage sensitive bearings and electrical
equipment before you ever need them. Yet when you
discover unexpected wear during equipment teardown,
you need specialized components immediately—within
hours, not days or weeks. The alternative is extended
downtime that delays startup and compromises your
entire production season. This is where strategic
distribution partnerships become essential.

Rapid Response through Regional
Aggregate Expertise

The aggregate industry’s “four-hour rule” during
production season applies equally to rebuild season
discoveries—when equipment fails or unexpected
wear is found, replacement parts must arrive fast to
minimize costly downtime and keep planned
maintenance on schedule.

Applied Industrial Technologies addresses this challenge
through strategically positioned Regional Aggregate
Centers designed specifically for operations like yours.
Unlike general distributors, which may stock a few
aggregate components, these specialized facilities
maintain comprehensive inventories focused exclusively
on the parts most critical to crushers, screens, and conveyor
systems—with the technical expertise to back it up.

Our Regional Aggregate Centers Deliver

¢ Immediate availability of all common and even many
not-so-common aggregate plant components,
including material handling and power transmission
equipment, bearings, wearing compounds and more.

e Extensively trained aggregate industry product
specialists who understand your equipment and
operating conditions.

e Documented after-hours and emergency support
when you need it most.

¢ Single-source accountability for complex
multi-component orders.

e Deep knowledge that enables problem-solving,
not just parts supply.
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Comprehensive Plant Survey:
Beyond Basic Parts Supply

The most successful rebuild seasons begin with a
comprehensive plant survey conducted by an experienced
aggregate distribution partner. Applied’s professional
plant survey includes:

e Complete system evaluation before making production
changes to protect profitability and cost per ton while
increasing mean time between failures.

¢ Root cause analysis of component failures to
prevent recurrence.

¢ Identification of enhancement opportunities and
proper system design to increase efficiency, reduce
costs and mitigate downtime.

¢ Proactive recommendations for extending equipment
life and preventing mid-season failures.

e Complete documentation of all crushers, screens
and conveyor systems with exact part numbers
and specifications.

¢ Identification of drop-in replacement options when
exact components aren’t immediately available.

¢ Digital integration that allows plant personnel to
quickly reorder using pre-configured quotes organized
by each system.

The Competitive Advantage
of Specialized Knowledge

Unlike local independents, which may have inventory but
lack aggregate expertise, or parts distributors without a
specialized focus, Applied’s Regional Aggregate Centers
combine comprehensive inventory with deep industry
knowledge. Personnel at these centers receive extensive,
ongoing training in aggregate processing, enabling them to
provide expert guidance and support for your operations.

This combination of immediate inventory access and
technical problem-solving capability transforms rebuild
season from a reactive scramble for parts into a strategic
optimization opportunity.
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Strategy 5

Address Regulatory
Compliance Proactively

Turn Compliance Requirements into
Scheduled Improvements

Evolving regulations around dust suppression, crystalline
silica exposure and water management don’t pause for
production schedules. Rebuild season offers the strategic
opportunity to implement required compliance systems
during planned downtime rather than facing costly
mid-season shutdowns or citations.

Applied partners with aggregate operations to navigate
and implement regulatory solutions:

¢ Dust Suppression: Engineering controls and suppression
systems that meet air quality standards while improving
working conditions and community relations

e Crystalline Silica Control: OSHA-compliant exposure
control systems that protect worker health and meet
federal enforcement standards

e Water Management: Conservation, recycling and
discharge systems that comply with environmental
regulations while often reducing operational costs

Our technical specialists assess your facility’s specific
regulatory obligations and recommend practical
solutions that integrate with your existing equipment.
By addressing compliance during rebuild season, you
protect your operation from enforcement actions,
ensure worker safety and demonstrate environmental
stewardship—all without sacrificing production days.
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Measuring Rebuild Season Success:
Key Performance Indicators

Track these metrics to evaluate rebuild season effectiveness:
¢ Schedule Performance: Measure actual versus planned

completion dates for major milestones.

e Equipment Reliability: Track the mean time between
failures for equipment worked on during rebuild season.

e Energy Efficiency: Monitor power consumption
improvements from alignment and optimization work.

¢ Production Performance: Measure production efficiency
and quality in the months following the rebuild season.

¢ Return on Investment Analysis: Calculate the financial
impact of rebuild season investments, including:

— Downtime avoidance

— Energy savings

Extended equipment lifespan

Production and profitability improvements
from optimizing and enhancing components
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Conclusion | Maximizing Your Rebuild Season ROI

The aggregate industry’s seasonal operational
model makes the rebuild season the most critical
period for ensuring reliable and efficient operations
throughout the demanding production season.

By implementing these five strategic approaches,
aggregate operations can significantly improve
their competitive position.

The key to rebuild season success lies in viewing
it not as a necessary disruption but as a strategic
investment opportunity. Facilities that take a
proactive, comprehensive approach to rebuild
season consistently outperform those that view
it simply as a time to fix broken equipment.

With the aggregate market continuing to grow and over 70% of demand driven by construction sector
expansion, aggregate operations that optimize their rebuild strategies will be best positioned to capitalize
on industry growth while maintaining the reliability and efficiency essential for long-term success.

Remember: every dollar invested in rebuild season planning and execution can return multiples in the
form of prevented downtime, extended equipment life and improved operational efficiency during the
critical production season ahead. Achieve cleaner, smarter and more efficient production methods by
updating critical equipment with an eye towards extending longevity to save money in the long run.

For more information about optimizing your rebuild season
strategy or to discuss your facility’s specific needs, contact
Applied Industrial’s aggregate industry specialists. Every year,
we provide aggregate operations like yours with customized
solutions based on decades of experience, personalized
service and expedited delivery through our fully stocked,
strategically located regional warehouses.

216-426-4259 | Email: RAC@applied.com
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