
FM benchmarking is by no means new, 
however the tools available to businesses to 
undertake internal benchmarking have 
developed considerably. Urgent Technology 
has worked with a number of clients to 
understand how benchmarking has become 
a critical component of their business 
strategy – driven by the adoption of a system 
that can generate real-time, transparent, 
quality data at the touch of a button.

This real-life case study highlights how 
benchmarking, standardization and the use 
of good FM data helped resolve an issue that 
was affecting both the revenue and credibility 
of a major international retailer.

It demonstrates how using data held within 
the organization prevented the retailer from 
abandoning a significant investment strategy 
that on the surface appeared to be failing, and 
instead making a minor modification that 
resolved the issues at a fraction of the cost.

Can Internal Benchmarking Truly Deliver
Process Improvement And Help Organizations

To Be More Efficient?

‘Global Retailer’ did not have a background in 
selling premium bean-to-cup coffee. However it 
recognized that the market for a quality 
on-the-go product was growing, and that its 
global network of retail outlets would create a 
strong footprint for such a product. Furthermore 
it would be relatively straightforward to retrofit 
coffee units into its diverse portfolio of stores.

Procurement teams went to work, and coffee 
machines were purchased to cover local 
customer needs. Machine type 1 and machine 
type 2 were deployed throughout Europe.

The brand footprint and design of the coffee 
offer was standardized across the region, but the 
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installation, asset management, servicing and 
maintenance were to be managed in-country by 
a local service provider.

The new bean-to-cup coffee offer was a huge 
success; profits increased significantly as a result. 

To make the offer even more profitable, the 
retailer used internal benchmarking to identify 
areas of waste and unnecessary cost. This was 
achieved by analyzing data from eMaintenance+, 
the retailer’s standardized asset and 
maintenance management platform, including 
the profile of faults logged and comments from 
engineers responsible for fixing the units.

By following this process, and by identifying 
best practice from those countries and retail 
stores with the highest coffee sales and least 
machine failures, the following benefits and 
efficiencies were delivered:

• Staff training was improved around daily 
housekeeping and cleaning to keep the 
machines running smoothly.

•     Service intervals could be set more accurately 
based on number of units sold, machine 
performance and associated volume, rather than 
by traditional monthly visits.

However, over time, a troubling pattern was 
identified in a country running machine type 1. 
This country was suffering from a far higher

number of maintenance interventions per 
machine than any other.

The frequency of breakdown was such that the 
credibility of the customer offer was being 
damaged, profitability was slowing down, and 
the retailer was facing the decision to replace 
the coffee machines with another model - a 
huge capital expense.

Maintenance teams began to examine the data 
they had collated through their standardized 
FM platform.

As a result of the repair matrix within 
eMaintenance+, maintenance teams could 
extract data on a like-for-like basis across all 
countries. The matrix had been set up by group, 
asset, subcomponent and fault type during the 
software implementation. Issues and engineers’ 
feedback were reported in a common format.

Each subcomponent failure was benchmarked 
internally. Fault patterns appeared very similar 
from country to country. Grinders, frothers, cup 
warmers and milk chillers all had the same fault 
profile.

“...maintenance teams 
could extract data on 
a like-for-like basis 
across all countries.”



Only after this analysis did it become clear that 
in the country suffering poor performance more 
calls were being placed for “no milk dispensed” 
and a pump replacement diagnosed.

The milk pump was not a common van stock 
item, meaning the coffee machine was out of 
action for at least 24 hrs. The machines were 
under warranty, and consequently the service 
organization faced extra costs, making their 
customer contract less profitable.
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Milk pumps were sent back to the manufacturer, 
SLA’s were missed, coffee sales decreased, 
customer frustration increased and the service 
organization struggled to manage the increase 
in call volume country-wide.

The retailer considered the costly option of 
moving to a different coffee machine supplier. 
The benchmarking had shown them that 
despite the majority of the other components 
having a similar failure rate, machine type 2 
never had this dispensing issue.
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How does eMaintenance+ support effective 
internal benchmarking?

What was causing the failure?

The benchmarking results that had pinpointed 
the issue to the milk pump gave the answer. If 
the pump was burning out, it must be working 
too hard in a way that was not linked to high 
coffee sales – it had to be something else.

The retailer’s network in this country was made 
up stores that had been either acquired or 
subject to various building modifications. A 
common feature was that the stores tended to 
have a smaller footprint than other European 
counterparts.

Both types of coffee machine were designed 
and manufactured to have the milk located 
adjacent to the actual main coffee machine: 
milk was pumped in a transverse fashion from 
the chillers to the coffee unit.

For further information about how eMaintenance+ could
support your business, please call +1 312 401 4155 or

email info@urgtech.com

In the problematic country, a decision had been 
made by the store layout team that it would be 
space efficient to install the milk unit on a shelf 
underneath the coffee machine rather than 
adjacent to it.

The standard milk pump was not designed to 
pump vertically and as a result burnt out. If this 
issue could be resolved, the performance of the 
coffee machines would improve, profits would 
increase and customer confidence reinstated.

By giving the retailer and its service contractors 
access to the same data set, the issue was 
diagnosed. A more powerful milk pump was 
retrofitted at a fraction of the cost of replacing 
the machines, with no additional shop fitting 
works required, by re-housing the milk chillers 
by the side of the coffee machine.

Urgent Technology’s eMaintenance+ software 
supports results-driven benchmarking by 
enabling organizations to maintain the 
consistency of data captured, across different 
regions or territories.

The software retains the flexibility to be 
configured to suit local needs whilst containing 
all the possible variances within a client-created 
standardized data set.  Users are not limited in 
their ability to create detailed FM requests, as 
data is extracted using the standard data sets.

eMaintenance+ captures all FM incidents, 
reactive and planned, in real time. All data is 

stored within the application and is readily
retrievable for historical benchmarking or to 
compare today’s data versus past trends.

Data can be extracted centrally from 
eMaintenance+ by senior managers, without 
placing demands on users to provide data from 
local systems or creating anxiety amongst local 
teams that often comes with such data requests.

The case study demonstrates that good quality 
data is invaluable. Without a reliable single 
source of comparable data, an internal FM 
benchmarking study cannot give a true picture 
of what is happening within an organization.

 


