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INTRODUCTION

A simple (?) question
Pick any site in the portfolio and ask yourself a plain question: what equipment 
is there, how old is it, what condition is it in, what refrigerant does it hold, and 
who serviced it last? Most PMOs can’t give a confident answer. The data exists, 
but it sits in a work order system, a lease file, a finance ledger and a contractor’s 
spreadsheet, each with its own name for the same building.

That is a governance problem directly tied to 
a data problem. Governance has three jobs: 
overseeing risk, supporting decisions, and 
managing how work gets done. Each one 
depends on a record the PMO can trust. 
Without it, the PMO can report on activity 
but can’t vouch for the facts underneath.

This ebook makes a simple argument for 
a Golden Asset Record: a standardized, 
central, asset-level record of every piece of 
equipment, enriched with specifications and 
kept current from the field. It is attainable, and 
it does not require a multi-year data cleanup.

What equipment is there?

What condition is it in?

How old is it?

What refrigerant does it hold?

Who serviced it last?

Building a Golden Record protects 
governance, capital, and compliance
Your Program Management Office may have a key element missing, 
and it’s not another staff member, it’s a trustworthy system of record 
— a Golden Asset Record. For the Asset Owner and PMO, Governance 
without records may be causing a wide gap that overlooks risk and 
liability, especially in the face of massive regulatory and compliance 
shifts. That record is attainable: this ebook serves as a guide to 
recognizing those risks, and how to build that elusive Golden Record.
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PART I

The governance gap
What the modern PMO job looks like
A modern PMO sits between the business and the field. It answers  
to executives who want predictable cost and defensible plans,  
and it depends on regional teams, contractors and  
property managers who do the work. Its day is  
a constant exchange of questions and  
requests between those groups.
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CHAPTER 1

Where governance fails
The governance question: can your 
PMO see every asset the same way, 
across every site?

When there is no standardized, 
trustworthy, and central asset-level 
record, equipment data, alongside 
project, lease, facilities, and finance 
data, sit in separate systems that 
use different site identifiers. Every 
portfolio view therefore rests on 
reconciliation that never finishes. 
Someone is always matching one 
list to another, and by the time they 
finish, the lists have changed.

CMMS systems don’t 
close the gap
Adoption is high, and that is good news. But a CMMS is only as complete as 
what people enter into it. Equipment records are spotty, stale, or missing the 
fields that matter most: age, capacity, refrigerant type, expected life. The 
system exists, but the record inside it can’t be trusted for decisions or audits.

A big consequence is profitability
When the PMO can’t answer “what is the full picture for this site?”, decisions get 
made on partial information. Equipment fails and is replaced in an emergency 
instead of on a plan. Repairs are approved without service history, so the 
portfolio pays to fix what should have been replaced. Compliance gaps carry 
penalty exposure and skilled people spend their hours reconciling lists instead 
of managing cost. Loss is spread across thousands of small decisions.

The governance dividend. With a Golden Asset Record, the same question gets 
the same answer from every site, in minutes. The PMO moves from reconciling 
data to using it.

You Can’t Govern What You Can’t See:  
Why PMOs build a Golden Asset Record

4



CHAPTER 2

How the gap shows up
The governance question: who owns the record, and how does it scale?

The gap appears in three places.

People
Nobody owns the record. Expertise isn’t scaling while regulation keeps growing, 
and the people who understand the rules rarely sit near the people who hold 
the data. A test question for any leader: what team is centrally managing 
compliance across the entire portfolio, and how are you scaling? For many 
portfolios, the honest answer is that there isn’t one.

Process
There is no standard for what gets captured, reported, when, to whom, and 
with what content. Each region, property manager and contractor does it 
their own way. Even a diligent team can’t produce a consistent report from 
inconsistent inputs.

Technology
Tools and spreadsheets are inconsistent, with no common taxonomy for 
equipment. Reporting is out of reach, slow and inaccurate. A portfolio-wide 
question that should take minutes takes weeks, and the answer carries caveats.

The three reinforce each other. Without a standard process, the tools can’t hold 
consistent data. Without consistent data, no one can own the record. Without 
an owner, the process never gets set.

The governance dividend. A single standard for capture, one taxonomy, 
and a record the PMO controls turn a people-dependent effort into a 
repeatable system.
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PART II

What stems 
from the Golden 
Record gap
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CHAPTER 3

Poor capital 
allocation across 
thousands of 
small decisions

What goes wrong
In a large portfolio, money is spent in aggregate 
on many modest projects: an HVAC replacement 
here, a roof there, a remodel somewhere else. 
No single decision looks large. Together they 
are the capital plan. Without a consistent basis 
to compare a roof at one site against a remodel 
at another, prioritization defaults to whoever 
escalates loudest, or whichever region carries the 
most weight.

What the record changes
When every asset carries the same attributes (age, 
expected life, capacity, condition), the PMO can 
compare unlike projects on a common footing: risk, 
cost, and impact. The conversation shifts from 
advocacy to evidence.

The governance dividend. Capital decisions the 
PMO can defend, because the basis is visible to 
everyone who asks.

When the PMO 
can compare 
unlike projects 
on a common 
footing, the 
conversation shifts 
from advocacy 
to evidence.
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CHAPTER 4

No access to uninterrupted 
service history

What goes wrong
PMOs lack the tools to see an asset’s history without gaps. Service records 
are scattered across contractors and systems, so performance trends, risk 
analysis, and predictive maintenance have nothing reliable to run on. Condition 
assessments are old, incomplete, or inconsistent between regions.

The result:

•	 Deferred maintenance is underestimated.
•	 Urgent work can’t be told apart from work that can wait.
•	 Capital can’t be forecast with confidence.

What the record changes
A continuous, asset-level service history shows repeat failures, aging 
equipment, and cost patterns as they build, instead of after the failure. 
Condition becomes a data point captured at every visit rather than a project run 
every few years.

The governance dividend. The PMO can show where failure is likely before it 
lands on the budget.
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CHAPTER 5

Regulatory and  
compliance tracking
The governance question: for every regulated asset, 
can you show where you stand today?

Since January 1, 2026, owners and operators of 
appliances holding 15 pounds or more of HFC 
refrigerant (with a GWP above 53) have leak-repair, 
inspection, and record keeping obligations under 
EPA rules implementing the AIM Act. Owners must 
calculate a leak rate whenever refrigerant is added, 
repair leaks above the applicable threshold within 30 
days, run verification tests, schedule leak inspections, 
and keep records for three years. Confirm how the 
rules apply to your equipment with counsel, since 
requirements and enforcement can change.

Compliance is not a willingness problem, 
it is a data problem. Owners want to 
comply. What they lack is the data to do 
it, and the biggest barrier is capturing 
that data at the point of service.
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Three problems stack on top of each other.

Problem 1: Knowing which 
assets are regulated
Flagging the assets subject to regulation takes knowledge 
of the regulatory surface and of equipment characteristics. 
The 15-pound threshold applies per appliance, so you need 
refrigerant type and charge for each one. Most equipment 
records don’t hold them. You need to enrich equipment data 
with manufacturer specification data so candidate assets are 
identified automatically, rather than by someone walking every 
site with a clipboard.

Problem 2: Proving the work was done
Once candidates are identified, you must make sure contractors 
are doing the work, and you must hold an audit-ready history 
showing that refrigerant handling and leak tracking meet federal 
requirements. That takes the minimum complete data set for 
every record, and it takes multiple gates to confirm each record 
contains everything required. It also means acquiring data that 
isn’t readily available, such as refrigerant type and charge.

Problem 3: Capturing data 
where the work happens
Underneath both problems is the same gap: data capture isn’t 
built around the field. When information is collected after the fact, 
from memory and paperwork, it is difficult to gather, unorganized, 
inconsistent and, in the end, unreliable. The moment of service is 
the only moment the true data is in front of the person who can 
record it.

What the record changes
Compliance stops being a separate project. Enrichment flags the assets in 
scope, field workflows capture the required data at the visit, and gates make 
sure no record closes incomplete. The audit file builds as the work happens.

The governance dividend. An answer to the governance question on any day, 
for any regulated asset, without a scramble.
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PART II I

Building the 
Golden Asset 
Record
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CHAPTER 6

What it is, and what it isn’t
The Golden Asset Record is a normalized asset taxonomy across every site. 
Each asset is enriched with specifications, documentation, and performance 
data, and the record is kept current from field data.

It is built from the work already being done
With XOi, the asset record is a byproduct of work on the jobsite. In-house techs 
and contractors capture equipment data inside guided workflows during routine 
service and surveys, and enrichment fills in the manufacturer specifications. 
XOi’s equipment data set covers more than 85,000 unique models across 150+ 
manufacturers, with 100+ attributes per supported asset. Consistent workflows 
produce consistent data: the same fields, the same quality, the same audit trail 
no matter which contractor does the job. That consistency of work is a form of 
control the PMO has rarely had.

It joins two domains
A useful record brings together the equipment domain and the site domain, so 
the PMO can see what it has and what it doesn’t.

	 Rich equipment-level detail: make, model, serial, age, capacity, refrigerant 
type and charge.

	 Documentation about the asset itself: nameplate photos, manuals, 
and specifications.

	 Performance data: maintenance and service history, captured visit by visit.
	 Site context: where the asset sits, what it serves, and which gaps 

remain unfilled.

What it isn’t:

	 It isn’t another dashboard. It is the data foundation dashboards depend on.
	 It isn’t necessarily a replacement for your CMMS, lease or finance systems. 

The CMMS stays the operational hub, and the Golden Asset Record 
becomes the asset intelligence layer beneath and beside it.

	 It isn’t a one-time census. It stays current because every service visit 
updates it.

The governance dividend. One definition of each asset, controlled by the PMO, 
that every region and contractor works from.
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PART IV

The payoff
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CHAPTER 7

The scorecard: cost, 
time, quality, risk
The governance question: what does the PMO get back for building 
the record?

The Golden Asset Record pays back across the four levers every PMO is 
judged on.

Foundation Realized by horizonValueLever

Golden 
Asset 
Record

Standardized

Central

Asset-level

Defensible capital 
allocation, fewer emergency 
replacements, less refrigerant 
loss, no compliance penalties 

Faster audit packages, 
continuous planning, shorter 
data census

Consistent scoping and 
documentation across 
regions and vendors

Mapped compliance 
exposure, early warning on 
aging assets

Cost

Time

Quality

Risk

* Ratings are illustrative and designed to 
show how much value each lever realizes at 
each horizon of the action plan in Chapter 8.

Low valueKey High value

H1 H2 H3 H4

All four levers draw on the same record, so the gains compound. Complete 
data lets the PMO plan replacements before they become emergencies (cost), 
assemble audit packages from existing records (time), hold every vendor to 
one documentation standard (quality), and map compliance exposure before it 
becomes a finding (risk).

The governance dividend. A scorecard the PMO can defend, because every 
number traces back to a record it controls.
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CHAPTER 8

The action plan
The governance question: what do we do first, and how do we know 
we’re done?

The plan has four horizons, and each depends on the one before. The first is 
digitizing every piece of equipment, because nothing later works without that 
foundation. XOi accelerates the path through each horizon.

Require the workflow and digitize all equipment
Write the use of XOi workflow for maintenance, repair, and 

site survey into vendor agreements so every contractor 
documents every visit the same way, and captures every 
asset. Make a complete record a condition of approving 
the work.

Enrich the equipment record
Once the baseline asset data is collected, it can be enriched with a full 

description of the nature of each asset: age, capacity, refrigerant type, 
expected life and more. A CMMS is only as good as the data people 

enter, and much of that data is incomplete. Enrichment closes much 
of the gap without extra expertise or effort from the people in the 
field, provided the make, model, and serial are captured.

Portfolio-scale equipment insights
Point your compass. With complete, enriched records, the PMO 
can see the portfolio as a whole for the first time. The clearest 

example is the age distribution of the equipment. Most 
PMOs can’t see it today. It matters because equipment at 

or past its expected life is deferred capital: investment the 
portfolio will make whether or not it has planned for it.

Optimize for use cases
With the foundation in place, shape the data for the decisions you 

make: capital planning, compliance, and other operational and 
strategic needs. Now you know which datapoints each task 
requires, and the record becomes the basis for automating 

strategic work that used to be manual.

H4

H3

H2

H1
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CHAPTER 9

A systems-oriented future
The success of your office comes from systems built on clean 
data. The next audit, failure, and budget cycle will test the 
system you have.

Next Step
A Golden Asset Record is how you build the systems needed to 
survive in a data-critical environment. XOi is the only tool that 
can combine compliance tracking with service events, derive 
critical data points automatically from a simple dataplate, and 
ground the output in actual standards. If you’re interested in 
outpacing the competition, schedule a call with us to learn more.
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