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Asset Management in a Constrained Environment

What happens to asset management when constraints apply?

Business as usual but with an eye on criticality

Asset management exists to balance constraints of:

• Service levels

• Cost of services

• Risks associated with services

Constraints will always apply – it is just a question of degree. 
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Asset Management in a Constrained Environment

Fiscal constraints can constrain service, increase risk and 
sometimes increase whole-of-life costs.

Regulatory constraints can reduce risk but can also 
increase cost and reduce service.

Constraints affect levels of service.

To manage the constraints of cost and risk, we must fully
understand and manage our levels of service.
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“The description of the service output for a particular activity 
or service area against which performance can be measured”

(NAMS - Developing Levels of Service and Performance Measures V2 2007) 

“Our ability to manage effectively our levels of service lies at 
the heart of achieving good community outcomes from assets 
and services”

(Audit New Zealand - Asset management for public entities: Learning from local 
government examples)

Levels of Service



NAMS International Advanced Asset Management Forum
Service Level Management
Michael Mason

The Transport 2009 Asset Management Plan

Innovative step change desired in asset management 
capability and Asset Management Plan quality

Bring about positive change in the Asset Management Plan 
across the Auditor General’s asset management criteria

Transport Levels of Service tables as a key area of change 
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Reasons for Levels of Service Improvement

The transport service area is strategically important to the 
Auckland Council long-term plan and the Auckland economy 
in general.

Transport is a common enabler across most service areas.

Transport is the single largest area of council spending.
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An outcomes-focused performance framework

Better alignment of the performance of assets and services 
with Transport goals

Better tracking and reporting of performance against agreed 
LTCCP community outcomes.

Transport Levels of Service Requirements
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Linking Community Goals to Activities

Community Outcomes for Transport
shape the

Council Vision & Mission
which guides

Council Transport Strategies
which are delivered by the
Transport Business Plan

through the provision of
Levels of Service

which are delivered by
Council Transport Activities
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Efficient & sustainable
An efficient transport 
network that provides 

sustainable travel 
choices

Safe and secure
A safe and secure 
transport system 

Quality of life
Transport provision 

enhances quality of life 
and reduces adverse 
impacts on the natural 

environment

Economic growth
Transport investment 
provides a catalyst for 

economic growth

Integration
An integrated approach 
to transport planning, 
delivery and operation

Provide Transport Choices

Customer performance measure

Service level statement

Council’s long 
term vision for 

transport

Transport 
objectives

Asset 
management 

planning tactical 
goals

Technical performance measure

Linking Strategic and Tactical Goals
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Audit NZ Publication Asset Management for Public Entities –
Learning from local government examples.

‘The best at managing assets recognise that levels of service 
are the absolute heart of good asset management’

Audit Response to the 2009 LOS Framework
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Audit Response to the 2009 LOS Framework

Audit NZ Publication Asset Management for Public Entities –
Learning from local government examples.

‘The levels of service for the Council’s road network are 
clearly expressed in plain English – making it easy for the 
public to understand what they can expect.  A suite of 
performance measures are set out against these service level 
statements.  This is a good format – clear and easy to 
understand’.
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Audit Response to the 2009 LOS Framework

Audit NZ Publication Asset Management for Public Entities –
Learning from local government examples.

‘Clearly putting levels of service into a performance framework 
makes them an integral part of the way the organisation
manages’
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Service Level Management

Transport Assets group gained benefits from this 
performance management framework approach to the 2009 
Asset Management Plan LOS.

It has now been further developed as a Service Level 
Management (SLM) framework system and database.

The key characteristics of the SLM approach are:

• Formal attributes and structure of the framework

• Criteria for the quality of information 
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Service Level Management
Framework Characteristics

Governance, management and service provision performance 
information  contained within a single structure.
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Service Level Management
Framework Characteristics

Performance measures are managed within separate 
outcome streams (service, cost, risk etc.)

All measures must be ‘necessary and sufficient’
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Service Level Management
Information Criteria

• Clear definition of strategic goals

• Strong and meaningful linkages between strategic goals 
and activities 

• Consistency of service values across service areas

• Correct use of asset hierarchies within service areas

• Necessary and sufficient SMART measures

• Use of plain English language
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Service Level Management
Taking the Customer View

The service and asset information that we monitor and 
manage to ensure LTCCP customer outcomes:

• Service and asset Availability

• Service and asset Suitability

• Service and asset Safety

• Service and asset Affordability

We cannot afford to ignore any of them. They are all 
necessary and sufficient.



NAMS International Advanced Asset Management Forum
Service Level Management
Michael Mason

Service Values
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The SLM Framework

And we 
plan, 

monitor and 
manage 
here . . .

to ensure 
that what is 

provided 
here . . .

delivers the 
outcomes 

for the 
customer 
agreed in 

the LTCCP

The LTCCP 
states what 

must be 
delivered for 

the 
community

The exec 
team 

determines 
the best 
way of 

achieving it
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The SLM Framework

Integration, alignment 
and management of 

these measures

Integration, alignment 
and management of 

these measures
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An Information Management Challenge
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Service Level Management
Benefits

Defined focus for consultation with the community

Greater organisational focus on measurable outcomes

Improved management of performance

Better alignment of activities with strategic objectives

Better integration of council activities for community outcomes 
across a broad range of services

A transparent approach to the management of levels of 
service – essential within a constrained environment



Any questions?


