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What is the Cost of Not Maintaining your Store? 



Organizational Culture 
• Functional Silo Syndrome 

 Limited vision 
 Separate identities 
 Narrow objectives 
 Territorial 

 
• Customer Centric 

 Shared vision 
 Correlates performance, 

customer experience and 
profit 

 Integrative effort 
 Individual empowerment 

 
 
 



Profit Driven 

Maintenance Process 

Bottom Line Contribution Spectrum of Control 
• Problem Driven Maintenance 

 Work is managed, but reactive 
 Expense oriented metrics 
 Limited role within the company 
 Not quite keeping up 

 

• Proactive Maintenance 
 Integrated processes 
 Performance oriented metrics 
 Effective use of available capital 
 Staying afloat 

 

• Profit Driven Maintenance 
 Goals aligned with key corporate initiatives 
        and financial performance targets 
 Comprehensive processes 
 Comprehensive metrics 
 Data driven 
 Moving ahead 

Proactive 

Problem 
Driven 



Moving up the Curve 
  
    

• Define the Goals 
Get the CFO in your corner – Align maintenance goals with 
corporate strategy and financial goals. 
 

• Identify the Metrics 
 Define success criteria and the measurements required. 
 

• Identify the Resources 
        People, budget (expense & capital), technology 
 

• Execute the Strategy 
      Communicate the plan, measure progress, refine 
  the plan, repeat the process. 



Define the Goals 
  
    

• Identify the corporate goals supported by Profit Driven Maintenance 
 Financial, sustainability, regulatory compliance, legal 

 

• Define the maintenance goals that support the corporate strategy 
 Financial: Expense reduction, fixture downtime, shrink 
 Sustainability: Energy conservation programs 
 Regulatory Compliance: Refrigerant management program 
 Legal: Risk mitigation, code violations, slip & falls 

 
• Define the tactical goals that support the maintenance strategy 

(e.g. Update service spec, create process manual, store walk schedules, 
vendor performance audits) 



  
    

 
 

 

Identify the Metrics 

• Establish the KPIs that Measure Success 
 

 Service call count 
 Maintenance spend (in-contract/out of contract) 
 Energy performance 
 Refrigerant management performance 
 Capital investment 
 Fixture downtime (w/ associated store labor hours) 
 Perishable shrink 



  
    

 
 

 

Identify the Metrics 
• Collect Data that Informs the KPIs & Quantifies Financial Impacts 
 

1. Start with the Work 
 Financial Data: Expense & capital spend (historic, current, 

prospective) 
 Operational Data: Cost per store, call count, hours & cost 

per call, overtime, refrigerant leaks, other cost drivers 
 

2. Follow with the Store 
 Perishable Shrink 
 Fixture Downtime (lost sales, store labor) 
 Energy Consumption 
 Slip & Falls 



  
    

 
 

 

Identify the Metrics 

• Analyze the Data to Translate Metrics into Opportunity 
 

 Correlate the variables (e.g. Capital spend     call count     energy) 
 
 Trend analysis (aggregate and individual store) 
 
 Identify the outliers 
    



  
    “It is less about the amount of resources you have, then it is about 

directing those resources for the greatest impact.” 

Identify the Resources 

• Human Resources (scalable to the mission) 
 
• Financial resources (expense & capital) 

 
• Technology (personal and information technology) 



  
    

Identify the Resources 

• Refrigeration / HVAC Service Models 
 In-house 
 Outside Vendors 
 Hybrid 
 

• Outside Vendor Performance Models 
 T&M 
 Contracted Scope 

 



  
    

 
 

 

Execute the Strategy 

• Pilot Projects (create some wins) 
 

• Document Results to Provide Visibility for all KPIs 
Report objective data on a scheduled basis to provide 
necessary feedback and demonstrate value to the company. 
 

“The truth, the whole truth and nothing but the truth” 
 

• Refine the Process 
Evaluate the results to guide future actions 

 



  
    

 
 

 

Execute the Strategy  (KPI example) 

Total Building Area (Ft2) 
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Store xxx 



  
    

 
 

 

Execute the Strategy  (process example) 



  
    

 
 

 

Execute the Strategy  (process example) 

PROVEN RESULTS: 5 STORE PROGRAM 
 

14% INCREASE, IN-CONTRACT CALLS  
 

          12% DECREASE, OUT OF CONTRACT COST 
 

     (Results from 60-day pilot program)  



  
    

Refrigerant Management 
 
• Review leak response protocol. Update as needed to achieve objectives. 

(escalated response based on recent leak history) 
 

• Three years individual store data (analyze for total leaks, trends) 
 

• Establish criteria to target the outliers 
 

• Comprehensive store leak check by service vendor & maintenance representative 
 

• Address all found leaks 
 

• Identify opportunities for capital spend on failing infrastructure 
 

• Track progress of targeted stores  

Execute the Strategy  (project example) 



  
    

• There is a path and a process to move your 
maintenance organization to a recognized 
profit driver for your company. 
 

• The data will guide the process. 
 
• It’s about maximizing the results with the 

resources you have. 
 

• Where does your maintenance organization 
reside on the curve? 

 

Summary 
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