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INTRODUCTION

In order to improve any aspect of performance you have to be

able to measure where you are each step of the way. Asset

management is no different. What and how you measure is

often a challenge. There is no one-size-fits-all method for

measuring the health of your organisation, but there is this

toolkit, which will help guide the way. 

In this eBook we will cover: 

•   Questions to help you choose the right metrics for your       

organisation 

•   How to pinpoint areas of improvement based on your

organisation's maturity 

•   An overview of three different types of scorecards 

•   A guide to tailoring metrics for different audiences 

Ready to get started? Strap your toolbelt on and let’s go. 
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SECTION 1:  
SELECT THE RIGHT ASSET
MANAGEMENT METRICS 

The one thing I’ve learned throughout my career in asset management is that if you

don’t measure something, people don’t do it. As soon as you stop measuring it, people

will quit doing it. You may be measuring something this month and people start

gradually improving – then you stop measuring it, and what happens? A month or two

later that metric starts going down again. 

“Measurement is the first step that leads to control and eventually to

improvement. If you can’t measure something, you can’t understand it. If you

can’t understand it, you can’t control it. If you can’t control it, you can’t improve

it.” – H. James Harrington 

So measuring your efforts is essential, but how do you know which metrics to choose? 

Unfortunately there isn’t a single metric to get you where you want to go. 

Here’s a dilemma that many of us in asset management face: there are literally

hundreds of maintenance metrics to choose from. I have so many maintenance books

on my shelf that tell me you can measure OEE (Overall Equipment Effectiveness), you

can measure percent of PMs completed on time, you can measure the quality of your

work orders, you can measure this, you can measure that. A lot of people swear by

OEE; it’s a good metric, but it is affected by so many things. If I have a poor OEE, I

may be doing well in maintenance, but I may have operator errors or material

problems. Or I could be doing well at OEE, but maintenance isn’t where it should be.

So there isn’t one single maintenance metric that will tell you everything about your

maintenance organisation and how well you’re doing. 



And while you can’t rely on just one metric for your organisation, the flip side is you

also can’t use a multitude of metrics at once either. In my experience if you ask

people to focus on too many things things at once, they won’t get any of them done

well. 

The sweet spot in choosing asset management metrics is selecting a small number of

metrics that are important to you at a certain point in time. This is the only way to get

them done well. 

So how do you determine the metrics that are important to your organisation? Here

are 7 questions to ask yourself: 

1. Do your current metrics support company goals? 

2. What are your strengths? 

3. What are your opportunities? 

4. Will the metrics you focus on improve throughput, quality, safety or the

environment? 

Every time somebody comes to me and says, “Hey, we need to do this,” I ask them,

“How does it improve throughput? How does it improve quality? How does it improve

safety? How does it improve the environment?” If it doesn’t improve one of those, I’m

probably not going to do it. 

5. Will the metrics you choose reduce costs? 

Note that cost doesn’t necessarily have to be dollars; it can be safety or it can be

less emissions to the environment, it can be other things too.  

6. Do you have a way to measure? 

If you can’t measure it, it’s going to be difficult reporting on it. Watch out for an

upcoming post where I’ll give more ideas on scorecard best practices.  



7. What does your group need to work on most? 

I would suggest choosing only 3 to 6 KPIs to work on at any given time. Also, select

KPIs that can help improve other KPIs. For example, if I’m looking at PMs and the

percent of PMs completed on time, I may have another measure inside of that that

looks at the quality of my PM. Does it say what to inspect? Does it say how to inspect

it, visually measure from this point to that point?  

Metrics Should Be Changed at Regular Intervals 

Your metrics don’t have to be set in stone. For example, if you have a 10-point

scorecard and everybody is reporting out at 9.4 or 9.7, you’ve probably reached a

point where you need to reassess your metrics. Every quarter I would advise looking

at things you’re doing well and taking one or two questions off the scorecard. When I

do this with my team I explain that our scores are going to go down, because we are

now focusing on what we need to improve. I’m expecting us to be in the 6 or 7 range

again, and then we’ll slowly and steadily improve and get back to that 9 or so, and

then we’ll change it up again. 

You don’t want to just set one set of metrics and measure them forever, because

there are always other things you can improve on. 

Ensure the Maintenance Team Knows Exactly How Your KPIs Are Calculated 

Lastly, ensure your maintenance team knows exactly what they’re being measured on

and how it’s calculated. After all, they’re the people that are going to be affected.

Your maintenance mechanics, your electricians, your pipe fitters – everyone needs to

know what they are measuring, why they’re doing it, and, more importantly, how it’s

going to help them. 



SECTION 2:  
UNCOVER IMPROVEMENT
AREAS BASED ON YOUR
MATURITY LEVEL

What’s the current level of your asset management program? Are you in the beginning

stages? Is your program pretty good but you need improvement? Or do you already

have a world-class program? 

Understanding where you are as an organisation is important as it will determine the

right direction for your asset management improvements. If you are just starting out,

there is no point trying to implement improvements as if you were a world class

operation. And even if you already have a world-class maintenance program, there

are still things you can focus on to get better. 

Here are some questions based on the three stages of maturity (basic, sustaining and

world class) that will help you determine areas of focus for improvement: 

Basic 

If you’re starting out with the basics of asset management, you need to make sure

your database is solid and your foundation is set. 

•   Do you have a Computerised Maintenance Management System (CMMS)? e.g. an 

    SAP, a Maximo, a program you’re using to write, close, and track work orders 

•   Is there an equipment naming convention? 

•   Is critical equipment defined and identified? 

•   Do standard work instructions exist? 



•   Are there PMs for critical equipment? 

•   Is there a method to manage instrumentation? 

•   Is work planned and scheduled? 

•   Do you have a skills matrix? 

If you are starting out as a maintenance organisation or you don’t have some of

these basics, these are the areas you should be focusing on – start by measuring

things that help improve these areas. It may be that you need to have 50% of your

equipment database in this system by X date, 75% by Y date, and then 100% by Z

date. 

Once you have these in place, you can then start ratcheting up and getting to the

more important things down the road. But if you don’t have this foundation, you’re not

going to be able to achieve some of your other goals. 

Sustaining 

If you’re in a sustaining mode here are the areas you should be focusing on: 

•   Is equipment history tracked and analysed? 

•   Are predictive methods/condition-based monitoring in place? e.g. infrared,         

    vibration analysis, oil analysis, ultrasonic. 

•   Does a long-term plan exist?  

When you’re first starting out, you’re lucky to have work orders for the next day ready

to go. In sustaining phase you should have a six-week plan or six-month plan that you

can tweak as you go along. 

•   Is there an autonomous maintenance program?  

Note that if you’re in a union environment, sometimes this is harder. I worked in a

union environment for 33 years, and we were able to slowly but surely allow the

operators to carry crescent wrenches or to have a screwdriver or to make minor

adjustments. We sold that by saying “We’re not eliminating jobs, we’re making your

job a little bit easier.” 



•   Is an outsourcing analysis performed? 

•   Are costs analysed? 

•   Are parts and equipment standardised where possible?  

When I worked at Anheuser-Busch we had the same bottle filler in all of our plants so

it was a lot easier for me to have spare parts. Now, sometimes you don’t have control

over that. When people have preferences for different brands then the parts that you

have to stock go up and your training needs vary. So as much as you can standardise

do so – it’s going to help you a lot. 

World Class 

If you’re world-class, then you’re going to be focusing on these critical things. 

•   Is a Failure Modes and Effects Analysis (FMEA) process used? 

•   Are RCAs conducted for specified events?  

Right now when my company has a failure that was unexpected, we do a root cause

analysis, and one of the first questions we ask is, “Is this on a PM? If not, should

it be?” If somebody ran into someone with a forklift, I’m not going to create a PM to

go check and see if the forklifts are driving properly, I can’t do too much about that.

But is it something that maybe should have been on a PM? Or is it already on a PM

but the frequency is wrong? Those are the types of things you can look at. 

•   Are Reliability Centered Maintenance principles in use?  

Not all organisations are at the same level of maturity, and therefore should not be

focusing on the same improvements. First figure out what stage you’re at, and then

focus on the small improvements that will eventually get you to where you want to

be. 



SECTION 3:  
CHOOSE A MAINTENANCE
SCORECARD: SIMPLE, PYRAMID
OR FULL AUDIT

Scorecards offer an easy way to track and evaluate maintenance effectiveness. They

give a quick picture of your capability to help you effectively target areas for

improvement. They are also an important tool to help justify obtaining additional

resources for your mission to achieve continuous improvement. 

But not all scorecards are the same. There are many different kinds of scorecards,

each with different levels of detail included. So which scorecard should you use for

your organisation? 

I’m going to compare three different scorecards: simple, pyramid, and full audit. 

But before I do this, here are some questions to ask yourself before you choose which

scorecard is right for you to help establish parameters around what they will be used

for. 

1. How many metrics do I need? 

2. How long will it take to score? 

3. What resources are available to score? 

     • Automated reports 

     • Self-scored reports 

     • Manual reports 



A note on manual vs automated reports: with the increasing complexity of the asset

management world, with plants and operations in multiple locations around the

world, it’s essential that your data is calculated the same way at every location you

are operating in. For the scorecards I used at Anheuser-Busch, we developed

software that extracted the data so we knew everybody was measuring in the exact

same way. As much as possible it must be something where you can push a button

and generate a report. 

4. How often will we measure? 

Are you going to measure weekly? Often this is a little too often as it doesn’t give you

time to change. Monthly or quarterly are usually good, or sometimes annually,

depending on what it is you’re measuring. 

5. Who is my target audience? 

Are you generating metrics for your maintenance team, customers or management

team? More on how to present to each of these audiences in the next section of this

eBook. 

6. Can the scorecards be rolled up into one score? 

Scorecards can quickly get complicated. You don’t want to be in this situation: “I

scored 3 in this, 2 in that, 4 in that, 3 in this, 5 in that.” Ideally, you want to have a 10-

point scorecard or a 50-point scorecard (or whatever it may be), and just report one

score at the end of it. 

With those questions in mind, here are three options for scorecards: a simple

scorecard, a pyramid and a full audit. Watch the videos below for more in-depth

information on each: 



Simple Scorecard 

•   Smaller number of metrics 

•   Usually the metrics you wish to focus on most 

•   Can be evaluated monthly or quarterly 

•   Content will change more often than the other methods 

•   Calculations can be simple or multifaceted 

•   Usually self-scored and then discussed 

•   Scoring generally 1 – 10 

Watch the clip below for a more in-depth description of simple scorecards. 

https://youtu.be/vj6LazglhDc


Pyramid Scorecard 

•   Set of blocks in the form of a pyramid 

•   Each level adds complexity 

•   Series of questions behind each block 

•   Questions are weighted 1 through 4 

•   Ratings for questions can be partial or all/nothing 

•   Ratings are usually updated quarterly although in the beginning monthly may work

better 

•   Blocks are colour coded (Green – Yellow – Red) to show status 

Watch the clip below for a more in-depth description of pyramid scorecards. 

https://youtu.be/dZrL9V71_nw


Full Audit Scorecard 

•   In-depth look at hundreds of metrics 

•   Usually grouped in categories 

•   Takes several days to a week to complete 

•   Generally performed every one to two years 

•   Scoring is on a point scale. 0 – 1,000 points is typical 

•   Subsections can be colour coded 

Watch the clip below for a more in-depth description of full audit scorecards. 

https://youtu.be/mbs_9p9yvUs


SECTION 4: TAILOR YOUR 
METRICS FOR DIFFERENT 
AUDIENCES

Once you’ve come up with the best measurement, chosen a score card, and started

measuring your efforts, it’s time to report on it. 

But it depends on who the report is targeting as to what you should show and how

you should present it. Whether you’re presenting metrics to your maintenance team,

customers or management, there are different ways of effectively getting your

message across. 

The Maintenance Team 

Before you present anything to your maintenance team, you have to make sure that

every person turning a wrench or lubricating a machine knows what they’re being

measured on. You’re going to have a revolt on your hands if you show them a

scorecard and say, “I’ve been measuring you on this, and by the way you’re not too

good at it.” So let them know first, it’s absolutely critical. 

•   Show the summary page and discuss 

•   Dig into the details for any score that does not meet expectations 

•   Explain how achieving each metric benefits them or the company 

•   Ensure the team understands exactly how each metric is calculated 

I always show my maintenance team a scorecard for the PM upfront. “Here’s what I

expect on a PM, and here’s the questions we ask for each work order. Here’s what I

expect when I go out and watch your job. I want to make sure that you had the part

staged. I want to make sure that you didn’t have to go to the storeroom to get more

parts.  



I want to make sure when you were completed you tested it to the best of your

ability.” They knew when somebody came to audit them exactly what would be

looked at, and why those things were important. 

Customers 

•   Simple one or two page summary 

•   Explain how these metrics will help their group 

When you’re talking to the production team I would say, “If we get your PMs done on

time and we get them done right, or if we test the work orders and test the jobs after

we complete the work, this will reduce the amount of time that you have to call us

back to do a job a second time, because we’ve tested it. When I ask you to leave 10

cases of empty beer bottles on the conveyor for the weekend so I can do that job, I’m

asking for a reason, so I can test it, I need those materials to test it, and here’s how

it’s going to benefit you.” 

•   Ask for their feedback on what you measure 

Talk to your production managers to ask for their feedback on what you’re going to

measure for the customer, “What do you see us needing to work on a little bit? What

can we help you on? What could we do a little bit better?” If they buy into that

scorecard and they’ve helped establish some of the metrics, they’re going to support

you every step of the way. 

•   Have back-up data available 

The Management Team 

•   Show only the summary data in one or two pages maximum 

When I started this at Monsanto we didn’t have a CMMS, no SAP, we used

spreadsheets. So when we implemented our measurements, I had to do a bit of

preparation before I presented them. I told my management team, “I’m going to start

scoring this pyramid and you’re going to see a lot of red for at least six months.

Understand that and don’t get mad at my team, otherwise I’m not going to use this

scorecard and I’ll do something that looks a little bit better to make you happy”, and

they understood and appreciated that. So we started with a lot of red but we

gradually improved. 



•   Have the details available as backup 

Most likely the management team will ask some tough questions so have some back-

up data available. When I was presenting to management and somebody said, “We

didn’t do too well in the preventive maintenance block. How come?” I could toggle

over to the spreadsheet tab and I could show them “Here’s why we didn’t score well

and here’s what we’re doing to work on it.” 

•   Explain how improvements have benefited the company 

•   List planned next steps to improve 

You want to make sure that after you do each scorecard you know what you’re going

to do to get better for the next time this scorecard comes around. When we did our

full-blown maintenance audit every two years, we would present this to the

maintenance team first and then ask them to state what they were going to work on

between now and the next scorecard. We gave them autonomy to set these

improvements and then we’d use those to feed back to management. 



KEY POINTS

1

2

3

4

5

There is no one-size-fits-all set of metrics

You need to honestly assess where your asset 

management program is TODAY; there’s no 

point trying to implement improvements as if 

you are a world class operation

Metrics must be well defined and understood 

by your team

Carefully consider your audience before 

presenting your metrics

Your metrics aren’t set in stone. Reassess 

your metrics at least every quarter to make 

sure you’re focusing on what you need to 

improve.
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MAINSTREAM 
CONFERENCE 

6-7 AUGUST 2018 

PULLMAN MELBOURNE ALBERT PARK 

Mainstream Conference is 2 amazing days of 

content, networking, knowledge-sharing and 

fun. It brings together asset management 

people, international thought-leaders, 

leadership experts, technology executives and 

promising start-ups to celebrate the talent, 

technology and ideas that are transforming 

the future of asset management.

WANT TO FIND OUT MORE?

Visit the website at www.mainstreamconf.com/aus/

http://techfestconf.com/hr/nz/
http://www.mainstreamconf.com/aus/


BUILDING COMMUNITIES AT 
THE EVENTFUL GROUP

At The Eventful Group we are all about building communities, creating value for the 

members, and immersing ourselves in their world to ensure that members walk away 

from one of our community events with knowledge and connections they will not, 

and cannot, get anywhere else. To do this, we know we need to listen to our 

customers and create an exciting, unique event based on solid, in-depth and 

collaborative research. 

We have been successfully building communities for over 20 years. We don’t just put 

an event together in a couple of weeks based on phone calls to consultants and 

reading a few articles. We invest a lot in our research process – typically a whole 

year for a new community. At the heart of everything we do is a fundamental belief 

in the power of people. We invest our time, resources and knowledge into 

developing something that’s far more than an event. This philosophy sets a climate 

where ideas and people grow. Where minds and hearts open up to fresh thinking 

and new faces. 

www.theeventfulgroup.com 
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