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Introduction 
Generally, I often observe a slight misunderstanding in executive reporting, that being that the report 
is for ‘the boss’ to see how we are performing.  Well, yes there is an element of business reporting 
required, but an executive report is a senior managers method of ‘health checking’ their business so 
that they can intervene earlier.   
 
Consider cost for example.  We don’t want to wait until we are told by the finance manager to cut costs 
and cancel overtime, training etc., no, lets manage cost proactively and intervene earlier and prevent 
the poor financial performance.  One way to look at reporting is use this as your ‘tool’ to engage your 
leadership to help you challenge and change the business. 
 

 
 
 

Governance 
The review meeting and the associated executive pack need a reasonable degree of formality in their 
presentation.  Make sure the team knows how important this is to the success of the business.  Time 
the meeting such that it is as timely as possible, yet still allowing time for people to prepare well.   
 
Hold the meeting in a formal location, your office for example or the conference room.  Keep a register 
of who attends and challenge those who don’t.  Make this important!.   
 
Make sure you prepare well too, and have questions ready.  The purpose of the meeting is not to 
discover information, more to make decisions and take actions to improve the situation for next 
week/month etc. 
 
As the leader, ensure that the review is 
data-driven.  There is no place in an 
executive review for words like, “I think,” 
“If you ask me,” “It takes ages to do that.”   
Of course we desire passion and emotion 
in our business, but when it comes to 
reporting and making decisions, we must 
make those from what the data is telling 
us.  
 

“It’s all about learning!” 
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Unpicking the exercise 
 
Using the same data pack that you used during the exercise, these examples give some thoughts for 
you as the senior leader to challenge your business.   
 

Plan stability 
The purpose of plan stability is to keep your maintenance on track.  There are a number of inputs that 
can be used, and as with all charts the challenge is to keep them simple and intuitive.  In the example 
we have used input, which was defined as the set arriving in the yard on the diagram planned on the 
maintenance plan; it measures how well the rolling stock controllers are ‘feeding’ your input line. 
 
The delivery to STS line measures if the set was declared serviceable at the time planned.  Note this is 
different to ‘did it make service’, we are trying to get ahead of that, we are more interested here in if 
production are able to output to the plan. 
 

 
 

In the above data set, the input stability has been good, but we should be asking questions as to why it 
has dropped this last week?   
 
The delivery to STS has been consistently below standard; we are not delivering to the plan – questions 
to ask are why?  Don’t just fire a question on this at the meeting as that is unfair, ask the question of 
the production team in advance; let them know you are going to ask the awkward question and you 
want the answers (from data) 
 
Later in the pack we shall see that perished hours are high in the yard constraints category – so it seems 
that we are losing time getting the set into the facility, even though operations are getting it to us on 
time.   
 
Turning data into management information. 
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Labour utilisation 
 
This is a measure of how well planning are using the resources of the facility.  Both Heads of Planning 
and Production are interested in this and making sure that resources are not being wasted. 
 

 
 

In the example data pack, the blue column is representative of the capacity that production anticipate 
will be available next week (note the last two columns are into the future).  The green column is a 
measure of actual time attended.  We ideally want these two bars to be the same height indicating that 
our ‘guess’ of capacity was good.  Where the green bar is higher, this is usually down to extra overtime 
(cost), and when lower sickness. 
 
In the above example you would want to be asking why the forecast capacity is going down? 
 
Utilization is a measure of how much load has been assigned to the planned capacity, shown above as 
a red line.  I personally prefer to have ‘raw’ data in this chart and allow a slightly lower utilization, than 
have a model that takes out capacity.  (see fact sheet on load and capacity) 
 
In the above example I would be asking why utilization has fallen, why are we not loading as much?  
And beware that although it looks like it is going in the right direction in the next two weeks, the planned 
capacity has dropped; so work output will be down.  This left uncorrected will lead to the exam plan 
slipping of defects rising etc. 
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Productivity 
 
There is a factsheet on productivity and if you haven’t already read this, it is worth doing this now.  
Productivity is the single biggest health monitor of cost control that we have.  Sadly, in rail it is often 
ignored. 
 

 
 

In the chart above the bottom four lines and columns are measured to the left on the primary axis.  The 
red lines are read off the secondary axis on the right. 
 
The bottom four lines and columns show the losses in the system, every gap is costing you money.  In 
the perfect system you will never get productivity at 100%, and if ever I see this I know the figures are 
wrong and basically somebody is cooking the books to make them look good.  Be bigger than this and 
drive the right answers so that you have the right information to make decisions, not flannel! 
 
The question I would have regarding the data presented above is why is productivity falling?  We 
haven’t taken on additional heads as that dotted line is static, the leave and long-term sick seems high, 
worth asking somebody ahead of the meeting digging into this. 
 
We might also be suffering the same challenge we saw on the delivery to STS, so sometimes we need 
to read one slide with others, and this is probably true here, when we see the next slide. 
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Perished hours 
 
The best way to capture this information is off the shift supervisor hand over.  Find a way that they can 
capture this information, and when they know you are looking at productivity they will want to be 
recording it so that you have the full picture and don’t see a particular shift as lazy. 
 
Experience tells me – check the accuracy of this data, be alert to people elaborating the hours lost! 
 

 
 
This chart is very informative for you as a team and will really help you direct interventions that will 
help improve things.   
 
Looking at the chart above we might have unlocked some of the productivity challenges that we were 
seeing.  Week on week we are losing a lot of hours to no driver and yard constraints.   
 
Both of these will need looking into and cant be fixed in the review meeting and as the senior it is not 
good enough to say “We know why productivity is down….” No, no, no, your responsibility as the senior 
is to challenge this and improve the situation; it is after all what you are being paid for.  Some thoughts 
here: 

 Assign your yard manager with the problem and ask him/her to review and see if there are 
ways we can reduce or even eliminate this loss.  A yard is like a game of tetris and placing 
shapes in the right place makes a massive difference.  Ask them to build a plan, if it works, give 
them 100% of the credit. 

 The no driver challenge needs to be understood more – there might even be a business case 
to recruit an additional yard driver?  Again I would give this assignment to one of my managers 
to develop an improvement plan, that I support and help. 

 
Planning team being in the review meeting understand then there are challenges and temporarily they 
might reduce the loading; but then you will have to watch the exam plan doesn’t suffer. 
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Delivery performance 
 
In the plan-led world service is still important, if we don’t delivery anything we will have no sales; so 
delivery is important as cost and quality.  There are many ways of reporting service delivery and the 
specific output will be driven by your organisation.  
 

 
 
In the example here we have given three metrics, all that should be 100% 
 
Service start – what was delivered to the customer at the start of service?  As a percentage of what 
should be delivered, this is the blue line on the chart above.  Key question I would be focussed on here 
is why is it dropping?  It is trending downwards, why?  Again, ask this question ahead of time, the 
planning engineers will have key insight, as too might technical staff.  We need to understand this trend 
and halt it and turn it around. 
 
In service performance – how well the sets perform in service, the orange line above.  Basically this is 
good, but we have had a big failure in the week of 17th March.  Worth understanding this so it can be 
explained, but the trend is good so don’t get transfixed on it. 
 
Exam performance lets us see how many exams we are clearing in relation to the schedule.  Grey line 
above, and we can see we are clearing them faster than the schedule.  Question I’d be asking here is 
why, and are we missing things in doing this.  Let’s double check that quality is not suffering.  And if all 
good we still don’t want to get too far ahead or we are just burning maintenance time needlessly.  Can 
we divert some resource to another facility, or defects or??? 
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KPI Performance 
 
This sort of measure is more often found in an outsourced contract type environment.  Most sets 
returning to the clients service are marked for cleanliness, galley performance and other passenger 
important details.  This charts looks at that, we could even call it customer satisfaction. 
 

 
 
In the chart above, a target has been set, usually by yourself as the figure you are looking for.  As with 
all targets, from time to time check they are right and delivering the right behaviours.  In the example 
above it has been set at 97% 
 
The blue columns indicate the summation of all the passenger (KPI) failures; each one of these will 
evoke a fine from the client to the maintenance provider, and naturally need good control. 
 
If I was presented the chart above the first question I would be asking is, “What happened two weeks 
ago?”  It is fantastic that we have got the figure above the target in the last two weeks, but I would 
want all to understand what we  did different, so that we can keep doing it over and over again. 
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Overtime 
 
Is a valuable management tool to increase capacity, either in a specific skill or more generally to 
increase the output, or ensure that the critical path is managed day and night to keep the exam on 
track.  Overtime should be authorised by management at the committal meeting, often triggered from 
the planning team. 
 

 
 
In the chart above the columns indicate the hours authorised and undertaken.  The light blue bar will 
be authorised by the management during the committal meeting, the production managers then try 
and fill the gaps.  The dark blue line indicates what was achieved.  Ideally we would want to see both 
lines at the same height. 
 
The red lines indicate the cost of the overtime and the target, again set by you to reach your year-end 
budget. 
 
Middle of February it seems overtime came into stronger control, this is good.  At the senior level in 
your oversight role, consider what impact is this having on the team, what impact is it having on output 
quality.  Your job is to keep the platform balanced and constantly ask questions. 
 
This chart is good example showing how the overall review is about building the picture, telling the 
story.  Recall earlier that we had capacity falling, this chart might highlight why?  We are planning less 
overtime, therefore we have less capacity, is this the reason.  And does this play into the productivity 
fall off too.  It might be that the shop floor have just lost all their overtime and are a bit ‘miffed’ about 
the sudden loss of money; take a ‘temperature’ and check.  Walk around the facility and ask. 
 
Get the data, extract the information, ask the question, tell the story, take the decision. 
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Defect closure 
 
This is the only chart in our sample pack that looks at quality, in a real pack there would be many more 
quality metrics one would hope.  A fleet carrying a high number of defects will be prone to failure in 
service and other reliability issues.  There is a known correlation between the number of defects and 
MTiN. 
 

 
 
In the chart above in the columns we are looking at the defect run-rate; are we clearing more than we 
are opening?  In the middle of the reporting period we were clearing many more than we were opening.  
Good, but again with my ‘oversight’ hat on I would be asking are we just blasting numbers down, are 
we truly fixing the defect or is this a response to a request to reduce numbers?  What we measure gets 
attention, your job as the senior is keeping the balance, remaining one stage separated. 
 
The red line gives us an overall defect number on the fleet  
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