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Performance Management 

What gets measured gets done 

Tom Peters, the well known management guru of Management Excellence said that if we want to have 
something done, be sure to put the proper measurement against it. He observed through a study that 
organizations that are focused on a set of objectives and measurement schemes to monitor the 
progress; generally do well in meeting those objectives. Sometimes, even exceeding it.  

While the above concept is no longer foreign to many people routinely involved in the management of 
people, applying the right measurement is sometimes tricky. Even more so in the maintenance 
management field where most of us are developed through natural progression in a technical function 
role where we are heavily accustomed to manage the performance of physical asset rather than the 
human asset of organization. (Some said that is easier to manage equipments as they are more 
predictable than people). That being the case, most of us are still uncertain of the right indicators that 
we should use in managing the performance of our maintenance organizations.  When asked the type of 
measures they use in managing the performance of their maintenance organizations, many simply point 
to the standard reports automatically generated by their computerized maintenance management 
system (CMMS) without the real understanding why the measures were used in the first place.  

As a result, in many cases, these frequently (and automatically) produced reports were not even looked 
at as they render meaningless indicators. Or even worse, the indicators could be wrongly interpreted 
and used to drive conflicting actions detrimental to the achievement of the maintenance organization’s 
objectives.  

Hopefully this doesn’t sound like your organization.  However, if it does, or if you are simply interested 
in understanding on how to establish proper performance management, please read on. 
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What is Performance Management? 

Many of us have already implemented performance measures within our area of control. There is no 
mystique about instituting it and monitoring it. The trick is to use only the right measures, and use them 
well to drive the actions we need to get the results we want. Hence, Performance Management should 
be more than just instituting the right measures to our organization. It should be a continuous process 
of selecting and defining the performance measures, establishing targets, identifying performance 
barriers, developing the plan to overcome the barriers, executing plan, monitoring progress / 
performance indicators, evaluating performance, and rewards / sanctions. This process is illustrated 
below: 

 

While the concept above is seemingly simple, doing it well is not as straight forward as it seem. Of all the 
factors involved in the process above, defining the right and most appropriate performance measures 
for our organization is no doubt the most critical task to ensure our performance management effort is 
effective. As such, this brief paper attempts to outline the fundamental element for selecting the right 
performance measures.  

 

Understanding the measures for maintenance 

There are many measures available or that can be made available within the maintenance function. 
However, before we can even begin to consider them, we need to firstly understand that maintenance is 
a business process. Turning inputs into useable outputs. Therefore, as with any other process oriented 
measures, we would normally need to measure the effectiveness and the efficiency of the process. That 
is measuring how well we achieve our intended objectives for the function and how much resources we 
use in producing the outputs. The measurements should enable us to understand our current 
performance as well as predicting our performance in the future which are normally done through a set 
of well defined lagging and leading indicators.  
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In addition to monitoring the performance of the organization and the process, maintenance functions 
would also need to measure the performance of the individual equipment as indicator of the process 
output. Hence in maintenance, we recognize two different types of performance measure: 

a. The broad strokes measures (macro measurement) which are used to monitor and manage the 
performance of the maintenance organization  

b. The fine stroke measures (micro measurement) which are used to monitors and manage the 
performance of the individual equipment. 

 

Selecting the right Performance Measures 

When it comes to selecting the right measurement sets, there is no one size fits all. As each organization 
is unique, have different cultures, and have different set of objectives and environment; they each must 
attempt to define the right measurement sets that are harmonized with their specific situation. These 
measurements should be linked to the business objectives such that they give the management a tool to 
drive performance.  The linking of the business strategies to the measures are normally done through 
Value Tree Analysis where business strategies are used to define Key results areas (KRA)and then the 
indicators. Which are then cascaded down to the different roles within the organization. 

Care should be given to ensure that organizations put a balanced focus on the various key result areas. 
One method commonly used by organizations around the world to develop the right measurement, is 
the Balanced Score Card Method. This method was devised by Norton & Kaplan in 1990, when they 
conducted an extensive research on benchmarking. In the result of their study, they introduced  a 
scheme for managing performance measures that would derive the greatest performance from an 
organization and drive strategy decisions though the use of balanced set of measures. They argue that 
applying an imbalanced set of measures may mislead the organization to strive for the achievement of 
unsustainable local benefit that focuses only on short term results. In maintenance for example, 
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minimizing MRO inventory holdings to unreasonable level may reduce the amount of money tied up 
momentarily. However, in the longer run, it may create excessive stock outs, resulting in even higher 
costs in overall. Thus, to perform well now as well as ensuring overall good performance in the future,
organizations must focus in more than just one measure dimension. The most commonly used balanced 
dimensions for business processes are: Financial (Lagging), Internal Processes, Customer, and People’s 
Learning & Growth (Leading Indicators).  

 

Best practice application of the balanced score card method will normally result in: 

• Focused Key Performance Indicators that are linked to Corporate Strategy 
• Cascaded and Integrated KPIs 
• Balanced KPI without measures overload  
• Interrelationship between the measures set in the different dimension is well understood. 
• Applications of the measures drive changed behavior of the organization  
• Improved information resource management 

 

Applying the balanced score card concept to the maintenance process, the following are the dimensions 
typically used by maintenance organizations. 

Maintenance 
Costs

Maintenance 
Quality

Overall   
Results

Maintenance 
Productivity

Maintenance 
Organisation

Maintenance 
Efficiency

Maintenance Performance Indicators

Below are some brief explanations of each maintenance measure dimensions and some examples of 
each indicator: 

1. Overall Maintenance Results Measures. These indicators measure whether the maintenance 
department keeps the equipment productive and produces quality product. Common measures 
in this category are: Availability, reliability, maintainability, production rate index, OEE, etc. 
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2. Maintenance Productivity. These indicators measure maintenance’s use of resources, including 
labor, materials, contractors, tools, and equipment. Common measures used in this category 
are:  Manpower utilization, manpower efficiency, materials usage per work order, and total 
maintenance costs as a percentage of total production costs. 

3. Maintenance Organization. These indicators measure the effectiveness of the organization and 
maintenance planning activities. This type of measure is often missed when considering the 
overall measures of maintenance. Common measures used in this category are: Time spent on 
planned and scheduled tasks as a percent of total time, breakdown time as a percentage of total 
time, cost of lost production due to breakdowns, number of emergency work orders  

4. Efficiency of Maintenance Work. This set of measures tracks the ability of maintenance to keep 
up with its workload. It measures three major elements: the number of completion versus new 
requests, the size of the backlog, and the average response time for a request. 

5. Maintenance Costs. This category is self descriptive and it is probably the category where more 
attention is paid by upper level management. Examples of indicators within this category 
includes: overall maintenance cost per unit output, store turn over, maintenance cost as a 
percentage of the asset base, and overall maintenance index. 

6. Maintenance Quality. This group of measures is often the most overlooked set of measures. 
However, it can reveal many key improvement opportunities within the maintenance function. 
Typical measure in this category include: Repeat jobs, repeat breakdowns, stock-outs, and work 
order accuracy. 

It is worth re-emphasizing that defining and implementing the right measurements is only the first step 
in the good practice performance management process. These measures are meaningful ONLY when 
they are referenced to a benchmark. And a good performance management should set performance 
target on the key measures based on this benchmark (Either internal, external, or both). Benchmarking 
helps us set realistic and achievable performance targets. More importantly, it can help us see what 
other organizations have been able to do to achieve higher level of performance. There are numerous 
benchmark study that one can use as a reference point. Amongst other are SMRP, MRG’s benchmarking 
data, EPRI, SAE, and others.  

Tom Peters said, “What gets measured gets done” to take this statement a step further, we will 
recognize that what gets measured and benchmarked gets done best.    
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So do you have a good performance management practice? 

So how can you tell if your organization has a good performance measures / benchmarking system? 
Below are some indications of good Performance Management practices. Do you know if your 
organization has these characteristics? 

• Labor and material costs are accumulated and reported against key systems and equipment 

• Downtime records including causes are kept on key equipment and systems.  This 
records are periodically analyzed to generate continous improvement actions 

• The maintenance department has a set of performance indicators that are routinely 
measured and tracked to monitor results relative to the maintenance strategy and 
improvement process. 

• All maintenance staff has been trained in or taught the significance of the measures we 
use.  Most of us can read the measures and trends and can determine whether we are 
improving our overall performance or not. 

• All maintenance trades / areas can see and understand the relationship between their 
work and results of the department overall.  If a particular trade / area is weak they can 
see it and work to correct it. 

• Performance measures are published or posted regularly and kept available / visible for 
all department staff and trades to see and read. 

• Internal and/or industry norms are used for comparison. 

• Maintenance performance of “best in class” organizations has been benchmarked and 
used to set targets for performance indicators. 

 

If there is a specific question you need to clarify on these good practices, please visit our website, or 
contact us through our address below: 

Relogica  Indonesia 
Sequis Center 2nd Floor 
Jend Sudirman Kav 71 
Jakarta 12190 
Indonesia 
 
P:   +62 21 5290 3919 
F:   +62 21 5290 3918 
E:   relogica@relogica.com


