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Strategic Asset Management

In The Education Sector

Independent schools often operate with tight margins and high expectations.
Parents want to see well-maintained, high-quality facilities. Boards want confidence
that capital is being spent wisely. And school leadership needs reliable data to make

long-term decisions.

At this school, those expectations were no different.

“There was a lot of blind faith in the data.

People assumed it was right because it was there.
But once you started looking at it critically,

you could see how unreliable it was.”

For years, this school operated under the assumption that it had a reliable asset
register. The board believed they had the data they needed to make informed
financial decisions. The facilities team had a system in place. The maintenance team

had records to refer to.
In reality, none of it held up to scrutiny.

When the new asset manager took over, he was tasked with answering what should
have been straightforward questions. How many assets would need replacement in
the next five years? What major costs should the board anticipate? What were the

most pressing risks?

The reports he pulled from the system were meaningless.
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Strategic Asset Management In The Education Sector

“When | started, | was asked to provide a list of assets over
$50,000 that would need replacing in the next five years. | ran
the report, but it quickly became clear that the data wasn’t
usable. Some assets had no installation dates. Some had no
lifespan estimates. Some had no replacement costs at all,” he
says. “If | had relied on that report, | would have been
presenting incomplete and misleading information to the

board. That was a massive red flag.”

The previous data capture had been completed with minimal consultation from the
school’s facilities team. External auditors captured assets and applied QR codes
without a clear framework. Without a structured or consistent approach, the result
was a register that was difficult to use. Asset data was incomplete, poorly
structured, and QR codes had been placed without any logical system.

“QR codes were on everything and nothing at the same
time,” he says. “It was almost like someone had put them on
at random. There was no way to tell what they actually

referred to.”

Naming conventions were inconsistent. Key technical details, like model numbers,
manufacturer details, and serial numbers, were missing. There was no clear
hierarchy for where assets were located. Sometimes an asset was assigned to an
entire building, sometimes to a specific room, sometimes to a vague category that

didn’t align with how the school actually managed its facilities.

For a school with a mix of heritage buildings and modern infrastructure, this wasn’t

just aninconvenience. It was a fundamental failure of asset management.
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The Consequences of Bad Asset Data

The reality of the situation became clearer with every breakdown.

Critical assets failed with no warning. A chiller replacement cost the school over
$100,000, with no plan in place for how to absorb the cost. Equipment that should
have been scheduled for replacement was left running to failure. Every unexpected
breakdown meant an unplanned expense, which put pressure on cash flow.

Meanwhile, the board had no idea these problems existed.

When the asset manager started uncovering issues, he realised that the board had
been working under the assumption that the previous asset capture had solved
these problems. They believed they had a complete and accurate record. From their
perspective, the system should have been delivering insights and supporting

financial planning.

But when the asset manager presented them with his findings, it became clear
that the data was useless.

He wrote multiple reports over an 18-month period to bring the issue to the board’s
attention. Each time, he presented new evidence that the school was at risk of
unexpected failures and unplanned capital expenditures.

“There was a lot of blind faith in the data,” he says. “People
assumed it was right because it was there. But once you
started looking at it critically, you could see how unreliable

it was.”

Convincing the board to approve a new asset capture took time. Schools operate
with tight budgets, and independent schools in particular are facing increasing
financial pressures. A new payroll tax had recently been introduced, cutting into
margins. Rising operational costs meant there was less room for unplanned
expenses. Tuition fees were already high, which meant families expected top-tier
facilities. Every dollar spent had to be justified.

KAI ROS How Schools Can Move from Assumptions to

Actionable Asset Intelligence







