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What is a KPI 
We hear the phrase KPI all the time and yet seldom when it is used is the KPI truly a KPI.  I advocate 
that in most businesses you only need five KPI to be able to run your department / zone or even 
company effectively.  These KPI will change depending upon specific roles, but five is a good limit to set 
yourself.  Before going on let’s explore the difference between a result and an indicator, we can have 
results indicators (KRI) and KPI. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
To be a KPI it must:  

 be leading 
 cut across multiple KRAs 
 be simple and articulated business 

wide 
 Be owned – point at the 

responsible team/person 
 Measured frequently 
 Know what to change to alter it 

 

 

The dangers of KPI’s 
KPI will drive behaviours, and these can be the wrong behaviours; behaviours that bring the ‘result’ and 
as such tick the box but are contra to the overall critical success of the organisation. 
 
 
 
 

Key Result Indicators (KRI) 
 

Can be financial 
Measured monthly 
Summary of progress in org CSF 
Usually owned by executive 
Might be a mix of various activities 
Hard to find a direct fix 

 
 
 

Key Performance Indicators (KPI) 
 

Non-financial 
Measured daily or continuously 
Viewed and acted on by executive 
All staff understand measure 
Can point at person or team responsible 
Affects other performance indicator 
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The Balanced scorecard 
 
As already discussed, KPIs can be a great tool to 
measure progress, predict future performance 
and hold personnel and teams accountable. In 
order to use KPIs to accomplish these objectives, 
the KPIs need to be aligned with the 
organization’s goals. However, when cascading 
goals from the organization’s goals to the 
department and individual level one must be 
careful to avoid embedding the inappropriate 
behaviour. For example, if the organization is 
focused on reducing costs, costs can be reduced in the short term by stopping all PM routines, but long-
term costs will certainly increase.   This is not the intent of the organization’s goal but may be a by-
product of assigning a single goal to a department or individual. A balanced scorecard is design to alert 
managers if the organization is meeting expectations and prevent this inappropriate behaviour. 
 
The balanced scorecard ensures that the organization is meeting expectations across multiple 
perspectives.   By using multiple perspectives, the ability of the organization to balance and measure 
strategic short and long-term goals is achieved. How is a balanced scorecard developed and designed 
for a maintenance department? The reminder of this post will walk through how to create a balanced 
scorecard for your department. 
 
 
 
 

Example of bad KPI. 
Any manager in a train operating company understands that customers are vital to the success of 
the business; without them there is no revenue.  As such, keeping customers satisfied ensures 
they return and revenues secure.  At one train company introduced a right time arrival KPI, that 
was targeted at drivers, with associated bonus and penalties for good and bad performance.  
Trains arriving on time makes sense yes?  But the organisation noticed after a while a sharp rise 
in customer complaints from three specific stations.  Investigations revealed that drivers who 
were behind schedule learned simply to stop at the top end of each station, triggering the green 
light and allowing them to proceed without letting passengers on or off.  Three stops in most 
cases got them back on track to deliver their KPI.  So, good KPI? 
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Balanced Scorecard Design 
 
The balanced scorecard should focus on the strategy of the business and the maintenance department, 
by translating the vision into operational goals. Instead of including all of the KPIs or metrics, the 
balanced scorecard should consist of a few financial and non-financial KPIs. These select KPIs will ensure 
that the leadership can quickly review the performance, provide feedback and if necessary adjust the 
strategy. The KPIs will fall into one of the four perspectives. 
 

The Four Perspectives 
 
Financial: encourages the identification of a 
few relevant high-level financial measures 
that align with the business goals. These 
may include Productivity, £ per mile, 
Maintenance Cost per Unit, Spares Cost, 
Stock Turns, etc. 
 
Customer: encourages the identification of 
measures that answer the question “How 
do customers see us?” In the case of 
maintenance, the operations team is the 
customer. The KPIs selected need to reflect 
the service provided to them. These include 
% Downtime, Availability, Time to Process a 
Work Request, Schedule Adherence, etc. 
 
Internal business processes: encourages the identification of measures that answer the question “What 
must we excel at?” These KPIs should reflect how well the maintenance process is functioning. The 
measures may include wrench time, schedule adherence, % of planned work, storeroom stock outs, 
etc. 
 
(People) Learning and growth: encourages the identification of measures that answer the question 
“How can we continue to improve”. This ensures the organization continues to improve, and may be 
measured by % of continuous improvement work, training hours per maintenance employee, % of 
accredited employees, etc. 
 
Within each of the perspectives, numerous Maintenance KPIs can be utilized, so choosing the right KPIs 
can be difficult. Remember that the balanced scorecard is designed to ensure the short and long-term 
goals of the business are accomplished, without driving inappropriate behaviour.   Keeping this in mind, 
we need to remember Newton’s 3rd law, for every action, there is an equal and opposite reaction. If 
you translate this to Maintenance KPIs, it means that if we put in a financial measure that has the 
potential to drive inappropriate behaviour, we must put in an equal and opposite KPI to balance it. 



Fact sheet – Key Performance Indicators 
 

 
Professional Engineering Services 

Rail  |  Aviation  |  Asset Management 
©2018 EngPro Solutions Ltd.  

Keeping this in mind, a Maintenance & Reliability Scorecard will ensure all behaviours are aligned with 
the culture and vision of the business. 
 

A Maintenance & Reliability Balanced Scorecard (Check in) 
 
This scorecard considers many of the variables within a manufacturing environment, regardless of 
industry, ensuring the business objectives are met. All targets will vary depending on the business goals, 
and as such, they should be adjusted to reflect the needs of the business. This scorecard has been made 
available for download to our staff.  The scorecard allows for many KPI to be added, the leader building 
this should use the balanced scorecard approach to define the KPI. 
 


