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“If you can’t measure it, 
you can’t manage it” – management guru, 

Peter Drucker’s classic business meme couldn’t be more 
true in commercial real estate (CRE) today. Without 
clearly established success metrics or property 
management key performance indicators (KPIs), CRE 
teams can’t quantify performance and progress. It’s also 
difficult to adjust processes or procedures that aren’t 
meeting your goals if you don’t have the correct metrics 
designed to measure them.  

Without clear objectives, you’re stuck in a constant state 

of guessing. Established and known KPIs will show 

property management teams whether their expenses are 

in line, uncover areas of opportunity, pin point where 

improvements are needed, and suggest where initiative 

should be abandoned. Perhaps, that’s why Drucker later 

updated his statement to say: “If you can’t measure it, 

you can’t improve it.”

The bottom line is, with a set of clearly defined KPIs, CRE 

professionals can make smarter decisions, which result 

in better business outcomes.  

TOO MUCH DATA IS NOT ALWAYS A 
GOOD THING 
When determining which KPIs to measure keep in mind that there’s 
always a risk of having too much data. It is easy to get lost in data 
considering 2.5 quintillion bytes of data is created world-wide each 
day. Looking at too much data will overwhelm you. With so much 
data it’s easy to get lost in sorting through endless metrics which 
can get in the way of actionable insights. The challenge many CRE 
teams face is employing and focusing on best practice metrics 
rather than just collecting tons of data that they don’t necessarily 
need - and can’t easily make sense of. 

“Analysis paralysis” is real. Overanalyzing data to such an extent that 
you overthink, second guess, and stop making proactive decisions 
is detrimental to achieving business goals. Rather than overloading 
you and your team with data collection and analysis, look at a few 
metrics that will provide meaningful and actionable insight for you. 

>

THERE ARE 2.5 
QUINTILLION BYTES OF 
DATA CREATED EACH 
DAY WORLDWIDE. 1
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HOW TO CHOOSE THE RIGHT KPIS 
Selecting KPIs is one of the biggest challenges we hear when 
working with CRE organizations. With so much data out there, 
it is difficult to know where to begin. Following the steps below 
will provide a clear outline for selecting KPIs that matter to CRE 
organizations:  

1. Identify specific corporate objectives and goals.  A
good place to start the process is clearly identifying and
understanding your corporate goals. Without a clearly defined
set of goals, you cannot select appropriate KPIs. When you
have defied your goals then you can map correlating metrics to
them to ensure you attain your objectives.

2. Make sure your team understands the set goals, so they
know what to focus on. Once corporate goals are determined,
CRE teams also need to have a good understanding of
organizational goals. With a clear set of goals, all functions
of a CRE team will know what they are working to accomplish
and as a result, they will know which metrics they need to be
collecting and measuring.  With that knowledge, it will also be
easier for them to spot and address any red flags before they
have negative impact on your organization or customers.

3. Map KPIs to your specific goal. Once you have an
understanding of your specific goals, you can then select
which KPIs to measure. For example, if your corporate goal is
to improve tenant satisfaction by 20% you should think about
what metrics will help you reach this goal. Since there are many
factors that can impact tenant satisfaction you could look at
what property management activities affect satisfaction and
are measurable, such as response time to work orders. In this
scenario, if you were tracking the time it takes to complete
work, you could notice if it was taking longer than expected to
get work done and address this issue before it impacts tenant
satisfaction.

4. Review, revise, repeat. Goals can change every year or
even every quarter depending on your organization. Property
managers need to regularly review their KPIs to make sure
they are still providing value as well as match current company
goals. Choosing KPIs shouldn’t be a one and done process, they
should be fluid and change as your business objectives shift.

Pro Tip: All KPIs that you chose 
to measure must be S.M.A.R.T. - 
specific, measurable, attainable, 
realistic, time-based.  

Unfortunately, there isn’t an out of the box set of KPIs that can 
apply to every property management team because goals vary 
from company to company. But this cheat sheet a good foundation 
of KPIs that property managers can use.   

>

90% OF THE DATA IN THE 
WORLD WAS GENERATED IN 
THE LAST TWO YEARS ALONE. 1

Source: 1. https://www.forbes.com/sites/bernardmarr/2018/05/21/how-much-data-do-we-create-every-day-the-mind-blowing-stats-everyone-should-read/#7b1ccf3160ba



CHEAT SHEET 5 Essential KPIs for 
Property Management

1. FINANCIAL

2. OPERATIONAL

3. VALUE-ADD

4. STRATEGIC

5. CUSTOMER
SATISFACTION

Description
Measures property fiscal health, revenue & profit 
growth, and monitors performance to goal.

Track over time and compared to forecast, budget & 
benchmarks. Explain notable variances.

Description
Measures the performance of process, quality, SLA, 
and efficiency factors.

Can highlight delays and breaks in process before 
they cause higher expenses or tenant dissatisfaction.

Description
Measures whether approved process & technological
enhancements, as well as cost reductions items have 
been implemented.

Description
Measures indices of strategic success, including 
green iniatives.Determines whether all facets of the 
property or portfolio are aligned with core business 
objectives.Can find areas for improved efficiency & 
cost savings.

Description
Measures whether tenants are satisfied with their 
space, technology, communication level, response to 
complaints, etc.Keeping close track of this metric can 
spot problems in advance and reduce turnover.

What to Measure
• Revenue - measure actual vs. budget & forecast.
• Capitol budget - measure budgeted monies allocated for fixed expences vs.

actual.
• Repair & maintenance expense - measure budget vs. actual.
• Non-budgeted expense - track month-to-month & year-over-year.

What to Measure
• Work orders - measure % completed on time, by priority, and by trade or SLA.
• Proactive work orders - measure % completed proactively as a % of total

WOs.
• Inspection rounds - measure % of inspections completed
• Preventative maintenance work orders - measure % of total, and completed

within estimated time.

What to Measure
• Cost reduction items - measure % recommended,

approved vs. implemented.
• Process improvements - measure % recommended,

approved vs. implemented.
• Technology enhancements - measure % recommended,

approved vs. implemented.

What to Measure
• Best practices - measure proactively shared and implemented.
• Carbon foot print reduction - track overall building performance related to

energy & sustainablity.
• Energy savings - measure energy use by floor area over time and compared

to benchmarks.
• Green initiatives - track recommended, approved, and implimented

initiatives.

What to Measure
• Submitted work orders - Survey each WO, and random sample each mo.
• Work orders - Survey managers and submitters re satisfaction with

completion.
• General satisfaction - ask if happy with RE team, provider, and contractors.
• Project specific surveys - measure timliness of completion, on-budget, and

quality.

>



 5

Measuring the right KPIs will give your organization the ability 
to make proactive decisions based on actionable intelligence. 
Property management KPIs are the best tool for balancing 
quantitative and qualitative performance measure in order 
to make the right course corrections to stay on goal, improve 
overall building operations and keep your tenants happy. 

YOU CHOSE YOUR KPIS – NOW WHAT? 
Once you selected and implemented the KPIs that you are going to use, 
you need to use them to improve building operations. To do that, you 
need a plan of how to implement and use the set KPIs. 

►► Compare your selected KPIs against data from the prior year, 
budget, forecast and industry benchmarks. By doing this you can 
use your KPIs to gain more insights, spot trends or problems earlier, 
make adjustments to operations, better allocate resources, and set 
future goals.  

►► Put them all into a centralized dashboard. If your organization uses 
a property management software, you can set up a dashboard that 
connects multiple data sources and pulls that data into an easy-
to-read online report, which provides 24/7 visibility to your KPIs. 
Dashboards present quantitative information in a format that is 
timely, actionable, and allows you to filter out unwanted information.   

►► Visualize the data. Make sure the way you view your KPIs is in a 
visual format that is easy to read and digest. That way you can 
easily identify issues and uncover ways to fix them before the 
impact customer satisfaction or present an emergency situation. 
Visualizing the data can boost the speed of analysis and the 
effectiveness of your decisions.   

►► Summarize KPIs for senior management in an executive dashboard. 
Summarizing complex data in an easily digestible way gives senior 
management timely visibility into property performance, cost and 
time savings, vendor performance and more. Using a separate view 
in your dashboard for executive makes it simple for them to make 
changes that improves building operations or the strategy behind 
them.  

ABOUT BUILDING ENGINES:
Building Engines understands the most challenging 
parts of property management. We’ve built software 
to help automate, document, and speed up the most 
important functions, including critical KPIs. See how 
Building Engines can help www.buildingengines.com

>

http://www.buildingengines.com
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