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Align 
Leadership Along the 
Maintenance Journey

LESSON 3



The Expectation Gap with Leadership

Making Progress Visible

Changing the Conversation

One of the most consistent challenges facilities teams 
face is misaligned expectations with leadership. 
Executives are ultimately measured on business outcomes, 
including cost control, risk reduction, growth, and service 
delivery, while facilities leaders are responsible for the 
systems and processes that enable those outcomes.




For some of the teams we work with, executives wanted 
faster results, while facilities leaders understood that 
meaningful improvements take time. The disconnect 
wasn’t about ambition; it was about how progress was 
defined and communicated.




Too often, teams tried to manage expectations after the 
fact, once limitations or delays became visible—rather 
than aligning early on how facilities and asset management 
improvements support broader organizational goals.



In 2025, the most successful teams abandoned reactive 
patterns in favor of early leadership alignment. They 
shifted the dialogue from timelines and feature lists to 
measurable progress toward business-relevant outcomes.




This shift was made possible by leveraging a maintenance 
maturity framework.

Without this structure, discussions about maintenance 
improvements often stayed abstract. Leaders made requests 
for new capabilities without understanding the dependencies 
behind them. When outcomes did not materialize immediately, 
leadership didn’t understand why.



The most successful teams avoided this by using maturity 
models as a shared communication tool. For Nuvolo 
customers, the Asset & Maintenance Maturity Matrix provided 
a clear, credible way to frame that journey. Instead of 
promising an immediate leap to perfect facilities operations, 
facilities leaders could show how capabilities build over time 
and why certain steps must come first.




The conversation shifted from “Why aren’t we there yet?” to 
“Where are we now, and what business outcomes does the 
next step enable?”



At its core, a maturity framework is a way to make 
progress visible. It helps teams and leaders understand 
where the organization stands today, where it is trying to 
go, and what needs to happen in between. The goal is not 
to rush the journey, but to set clear expectations at each 
stage along the way.
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Keeping things running through 
basic asset management:

Minimizing risk through 
structured oversight:

Optimizing performance 
through asset insights:

Driving strategic value through 
advanced intelligence:

Maintenance

Maturity Matrix

S tandardize asset 
onboarding and offboarding


Execute corrective 
maintenance


Schedule time-based 
preventive maintenance


Produce standard 
operational reports

C onduct formal risk 
assessments


Implement reliability-
centered maintenance


Monitor compliance through 
operational reporting

P erform structured condition 
assessments


Trigger maintenance based 
on asset condition


Track total cost of ownership 
through performance 
dashboards

D eploy predictive 
maintenance strategies


Align reporting with 
organizational objectives



What the Most Successful 
Teams Got Right

Conclusion

The most successful teams of 2025 
focused on fundamentals.
They ensured their IWMS platforms were truly connected, 
not just integrated in name. They structured asset data to 
reflect how systems actually operate, and used maturity 
frameworks to align leadership expectations with asset and 
facilities management objectives. 




Together, these lessons reinforce a simple truth: sustainable 
improvement comes from clarity, structure, and alignment. 
Organizations that invest in these foundations position 
themselves to make better decisions, build confidence with 
leadership, and continue maturing long after initial 
improvements are made.




As teams look ahead, these lessons offer a practical roadmap 
for moving forward with purpose.



Looking to achieve the same progress 
as the most successful facilities 
teams of 2025?
Nuvolo works with organizations to strengthen the 
foundations outlined in this guide, connecting systems and 
data, structuring assets, and aligning facilities and asset 
management strategy with leadership goals. Together, we help 
teams move forward with clarity, confidence, and momentum.

Get Started

Why This Approach Worked
For organizations looking to achieve similar results, the lesson is 
clear. Even without Nuvolo’s Asset & Maintenance Maturity 
Matrix, teams can create their own maturity roadmap to guide 
conversations with leadership. The specific framework matters 
less than the clarity it creates.




What these models reinforce is a fundamental truth: progress 
happens in stages. Early efforts focus on building stability and 
consistency. From there, teams gain greater visibility and 
control. More advanced outcomes only become achievable 
once those foundations are firmly in place.

This lesson mattered because it created alignment. 
Leadership could see how facilities and asset management 
investments directly supported the organization’s mission. 
Facilities teams gained a shared language to explain priorities, 
connect their daily work to business objectives, and sustain 
momentum over time.
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