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Unplanned breakdowns don’t just drain budgets,
they create chaos. For facilities’ teams already
stretched thin, the cost of reactive maintenance
adds up fast: emergency service calls, overtime
labor, equipment replacement, and unhappy
customers. 

Preventive maintenance helps flip the script. It
offers a proactive, planned approach that reduces
breakdowns and boosts reliability. However, even
the best plan won’t work without a skilled,
competent workforce to execute it.

This white paper explores the real, often hidden,
costs of reactive maintenance and how preventive
strategies can help facilities management teams
take control of their budget, uptime, and team
performance. You’ll learn why reactive
maintenance creates a ripple effect across
operations, what a shift to preventive really entails,
and how training is the critical lever for turning
plans into practice. 

Why Proactive Teams Save
More, and How Training
Makes the Difference

Reactive vs Preventive:
What’s the Difference?
When it comes to maintenance strategies, the
choice between reactive and preventive
approaches can significantly impact operational
efficiency, cost, and team performance.  

Reactive maintenance means waiting until
equipment fails before taking action. While it may
seem cost-effective upfront to defer maintenance
expenses, this strategy often leads to expensive
emergency repairs, extended downtime, and
added stress on teams. Failures typically occur
without warning, forcing teams to scramble
without proper tools or training, leading to longer
delays and greater reliance on costly third-party
service providers. 

In fact, organizations that rely on reactive
maintenance face serious consequences. A U.S.
Department of Energy study found that
transitioning from reactive to preventive
maintenance can save 12% to 18% annually while
increasing equipment reliability.
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https://www1.eere.energy.gov/femp/pdfs/OM_5.pdf
https://www1.eere.energy.gov/femp/pdfs/OM_5.pdf
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Reduce equipment breakdowns by up to 70%

Cut downtime by as much as 35%

Lower total maintenance costs by up to 30%

Decrease equipment downtime by up to 45%

These outcomes are becoming even more critical
as downtime costs rise. In the 2025 State of
Industrial Maintenance report by MaintainX, 31% of
respondents reported increased downtime costs
due to aging equipment, shipping delays, and
labor shortages. 

Beyond cost and reliability, preventive
maintenance enables smoother budget
forecasting and maintenance scheduling,
shifting teams from reactive firefighting to
proactive planning. It also reduces the risk of
catastrophic failures, contributing to a safer and
more stable work environment. 

According to the U.S. Department of Energy, best-
practice operations and maintenance, including
planned and predictive maintenance, yields a
10‐to‐1 return on investment. 

Research from the National Institute of Standards
Technology reinforces this: the top 25% of
companies relying on reactive maintenance
experienced:

In contrast, preventive maintenance takes a
proactive approach, prioritizing routine
inspections, part replacements, and consistent
care. This strategy reduces the likelihood of
breakdowns, improves uptime, and extends
equipment life. 

Preventive programs don’t just reduce risk, they
deliver measurable results. According to the U.S.
Department of Energy, a well-structured
preventive maintenance plan can: 
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4.9X

16X

2.4X

3.3X

higher inventory
increases due to

maintenance
issues

more defects

more lost sales
from delays

more downtime

https://www.getmaintainx.com/state-of-industrial-maintenance-report
https://www.getmaintainx.com/state-of-industrial-maintenance-report
https://www1.eere.energy.gov/femp/pdfs/OM_5.pdf
https://www.industryweek.com/operations/maintenance/article/21271953/planned-reactive-predictive-whats-the-right-maintenance-mix
https://www.industryweek.com/operations/maintenance/article/21271953/planned-reactive-predictive-whats-the-right-maintenance-mix


Reactive Maintenance Preventative Maintenance

Timing Fix after failure Routine checkups and scheduled care

Cost Costly emergencies Predictable, lower costs

Uptime Unplanned downtime Increased uptime and longevity

Strategy Short-term decisions Long-term equipment planning

Technician Impact Skill gaps = delays Trained team = faster fixes
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Reactive vs. Preventive Maintenance
How Each Approach Impacts Cost, Uptime, and Strategy
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The Hidden Costs of
Reactive Maintenance
Fixing equipment after it breaks may seem
manageable until you uncover the full cost. While
emergency technician fees and rush-ordered parts
are easy to spot, the real financial impact often
lurks below the surface. 

Reactive maintenance creates ripple effects
throughout a facility. Downtime disrupts
operations, especially in revenue-critical
environments like healthcare, education, or
manufacturing. Failed systems can lead to safety
violations, lost productivity, and even legal or
regulatory fines. Beyond the operational cost,
there’s the reputational damage. Clients and
tenants lose trust when systems fail or service is
inconsistent. Technicians feel the strain, too.
Constant firefighting contributes to burnout,
errors, and employee turnover. 

In contrast, preventive maintenance offers stability
and long-term savings. By proactively addressing
small issues before they escalate, facilities can
reduce service calls, extend equipment life, and
better predict budgets. Preventive maintenance
can also drive energy efficiency, ensuring systems
run at peak performance, not under stress. Over
time, the financial curve of reactive maintenance
only climbs steeper, while the cost profile of
preventive maintenance remains far more stable. 

Emergency service calls

Lost productivity due to downtime

Overtime labor

Reputational damage 

Rush-ordered parts

Safety violations or fines

Equipment replacement

Staff burnout and technician turnover

The Visible and Hidden Costs
of Reactive Maintenance

VISIBLE

HIDDEN
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How Planned Maintenance
Pays Off
Planned, proactive maintenance drives measurable
financial and operational advantages. Key benefits
can include: 

Training is the Cornerstone
of Preventive Maintenance
Preventive maintenance doesn’t succeed on
checklists alone. It requires a workforce that’s not
just experienced but continually trained to
anticipate issues, act decisively, and follow through
with precision. When your team has the right
knowledge, tools, and training at their fingertips,
they don’t just reduce downtime, they prevent it
altogether.

That’s where Interplay Learning comes in. Our
platform is designed specifically for skilled trades
teams, combining immersive, on-demand training
with tools that reinforce learning in the field. From
day one, we help facilities build a team that’s
confident, capable, and ready to execute a
successful preventive maintenance strategy.

The result? A workforce that’s ready, reliable, and
proactive. With Interplay, your technicians become
more than maintenance workers, they become key
drivers of uptime, safety, and efficiency.

Here’s how we help you get there:

Lower Total Cost of Ownership (TCO): Routine
maintenance extends asset life and lowers capital
replacement needs.

Predictable Budgeting: Preventive programs
reduce financial surprises, allowing organizations
to anticipate when equipment replacements
may be needed. This enables better budgeting
and helps organizations avoid sudden, costly
purchases. 

Energy Efficiency Gains: Regular calibration and
cleaning of equipment can reduce energy use.

Fewer Emergency Service Calls: Preventive
maintenance programs reduce the need for
emergency calls.

Assessments to Benchmark and Guide Training
Every technician starts with a clear
understanding of where they stand. Our built-in
assessments evaluate skill level, helping you
identify knowledge gaps, track progress, and
assign targeted training based on real data.

Blended Learning, Built for the Real World
We combine simulation-based training, expert-
built instructional videos, and knowledge checks
into a flexible, online platform. Teams can learn in
five-minute bursts between calls or dig deep into
new skills, all without pulling them off the job.

Troubleshooting Guides for In-the-Field Support
Our interactive, mobile-first guides put just-in-
time information in the hands of your
technicians, right when they need it. These step-
by-step walkthroughs reinforce structured
training and help ensure tasks are done correctly
the first time, improving first-time fix rates and
technician confidence.

Training Designed for Preventive Maintenance
From lubrication and inspection protocols to
system diagnostics and failure prevention, our
PM-focused content helps technicians
understand why maintenance matters and how
to do it right. Our content goes beyond theory to
help techs develop the habits that prevent
problems before they happen.

https://www.maintworld.com/R-D/Fuelling-the-Future-Maintenance-and-Energy-in-Industry-5.0
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From Firefighting to
Forward-Thinking: What
Success Could Look Like
While every facility is different, this hypothetical
scenario illustrates the kind of transformation that’s
possible with the right training and preventive
strategy in place.

Picture this: A 200,000-square-foot commercial
facility used to average four to five unplanned
equipment shutdowns per month, each one
triggering emergency service calls, costly repairs,
and disruption to tenants and operations. The
maintenance team was constantly in firefighting
mode, morale was low, and turnover was creeping
up. Service calls often resulted in multiple visits due
to inconsistent diagnostics and uneven skill levels
across the team.

Then the organization made a shift.

They began by evaluating the current skill levels of
their technicians and identifying areas where
additional support and training were needed. They
implemented a structured preventive maintenance
program and invested in blended training to upskill
their teams. Frontline teams received ongoing
guidance and access to resources that helped
reinforce best practices on the job.

3 Steps to Get Started with
Preventive Maintenance
You don’t need a complete overhaul to start seeing
results like the ones above. Whether you're starting
from scratch or optimizing what’s already in place,
these three foundational steps can help you build
momentum and drive long-term success:

Instead of reacting to problems, technicians were
anticipating them. Preventive maintenance wasn’t
just a task, it became part of the culture. Systems
ran more efficiently, staffing stabilized, and costs
became easier to predict.

Within six months:
Emergency issues became less frequent

Technicians resolved problems more effectively
the first time

The team transitioned from reactive repairs to
proactive problem-solving, improving both
operations and morale.

Audit Your Current Approach
Identify your most reactive pain points: frequent
breakdowns, high-cost service calls, or
inconsistent repairs. Evaluate the current skill
level of your team and pinpoint where additional
training or support is needed.

Implement a Blended, Scalable Training Strategy
Use assessments to benchmark technician
capabilities. Then build structured training paths
by role, asset type, or system. Focus on blended
learning that combines instruction, hands-on
practice, and real-world reinforcement.

Build PM Into Your Culture
Reinforce processes with checklists, mobile tools,
and consistent leadership support. Make
preventive thinking part of daily workflows, not
just something that lives on a clipboard or in the
back office.

1.

2.

3.

Ready to Reduce Costs
and Downtime?
Interplay provides a full spectrum of learning
solutions and services designed to meet the
unique needs of your business. Whether you're
looking to upskill your team, enhance your EHSS
practices, or drive operational efficiency, we can
help you deliver scalable, impactful training that
leads to tangible ROI.

Visit www.interplaylearning.com
to get started today.


