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Introduction 
 
In any maintenance organisation, it is important to establish a baseline capacity for all of an 
organisation’s work centres. This information is invaluable from a budgetary perspective and provides 
a realistic working figure for the medium to long-term plan in terms of where capacity needs to be for 
the level of commitment the organisation has got or is intending to bid. The shorter-term capacity figure 
needs to be refined in line with confirmed data relating to resource availability. 
 

Methodology 
 
It is recommended that the following method is used where the annual contracted hours are taken and 
the respective losses, due to the factors, as outlined, are sequentially deducted.  
 

 
 
Consider one direct member of staff on a full-time contract, often termed a full-time equivalent (FTE).  
Assuming that the member of staff is contracted to attend their place of work for 37.5 hours/week, 
then on an annual basis they are paid for 37.5 hours x 52 (weeks) = 1,950 hours.  
 
But they don’t attend every rostered working day, so we need to make allowance for this: 
 

1. Annual Leave. This is typically 26 days per annum (at least) and additionally there are 8 
statutory days across the year yielding a total of 34 days or 34 x 7.5 = 255 hours. 

2. Training. Key for maintaining staff recency and developing further competencies, however, 
prevents producing saleable work. Usual to make a percentage allowance, say 3%, 1,950 x 3% 
= 58.5 hours. 

3. Sickness. Allow 3% for this as well, yielding a further 58.5 hours loss. 
 
Leave, training and sickness reduce the paid attended hours by 255 + 58.5 + 58.5 = 372 hours.  So, of 
the paid 1950, the total attended hours become 1,950 – 372 = 1,578 hours 
 
In addition to this, contractually, it is likely that there are paid breaks in each working shift: 
 

 Shift start allowance (getting changed etc.)  0.25 hours 
 Meal break     0.50 hours 
 End of shift allowance (wash up, changing etc.) 0.25 hours 

 
Each attended shift there is 1 hour of non-productive time that is paid for by the organisation. 
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Over the year, the net attended shifts is 1,578 ÷ 7.5 @ 210 (rounded to the nearest whole number).  
Paid breaks across the year equates to 210 x 1 hour = 210 hours 
 
Of the 1,578 attended hours, after deducting paid breaks 1,578 – 210 = 1,368 hours of productive time 
or hours are left (or expressed in another way, about 70% of the paid hours) 
 
Taking this back down to a weekly level, 1,368 ÷ 52 = 26.31 hours/week/production staff.  For budgetary 
and medium to long-term planning purposes then, the available productive capacity will be the product 
of 26.31 hours and the number of direct employees at the respective maintenance centre.  
 
If productivity was 100%, then the figure derived in the preceding calculation would be equal to the 
saleable output. In a maintenance environment, there are always going to be impediments to producing 
output (e.g. getting materials from the stores, delays to input start, no work available etc.) and in reality, 
the best productivity levels achieved are in the region of 60% to 70%.  There is wisdom then in first of 
all, having a good understanding of the maintenance productivity level that is being attained by the 
centre and secondly, to factor this into what is achievable in terms of output hours for sale to the 
customer. 
 

Summary 
This methodology provides a process for converting a direct employee’s paid hours into saleable output 
hours through a series of deductions accounting for the losses due to the described factors. The size of 
these factors will vary from organisation to organisation, but it is likely that they will all be present, 
though, in practice, not always accounted for.  
 

 
 
Whilst this provides a realistic longer term guide to output capacity, in the shorter term there will be 
variability in the levels of training, sickness and in particular leave, so the baseline figure will need to be 
adjusted accordingly such that fluctuations above or below it can be compensated for in terms of the 
planned levels of workload and if necessary, sources of additional resources arranged (e.g. overtime, 
contract labour etc.) or alternatives for surplus capacity identified (e.g. training, additional leave slots, 
other work etc.) 
 


