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29%
If you’ve ever looked at your 
maintenance backlog and wondered 
why the same problems continue 
to return despite your team’s best 
efforts, you’re asking the same 
question as maintenance leaders 
across the industry.

No maintenance organization expects to eliminate every 
equipment failure or unplanned repair. But when the 
same assets continue to fail, reactive work consistently 
displaces planned work and familiar challenges surface 
year after year, it’s a sign that something more than 
individual breakdowns is at play.

Drawing on research conducted with 55 manufacturing 
leaders, our State of Maintenance Report examines  
why recurring maintenance problems persist — and 
what organizations that consistently improve reliability 
do differently.
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What 55 Manufacturing Leaders Reveal About  
the Barriers to Better Maintenance Performance

      RECURRING 
MAINTENANCE 
PROBLEMS?

27%51%76%

29% Failing all three operational basics

face workforce skill gaps, 
critical knowledge loss and 
no succession plan at the 
same time

don’t consistently identify 
and address the root 
causes of recurring failures 

of organizations are investing 
in technology before the 
operational basics are  
in place

Failing basics Mixed foundation Passing all three

Sequence Pressure  |  Basics before Systems

01 	 Planning and Prioritization 
02 	 Learning from Recurring Failures 
03 	 Preventive Maintenance Execution

36%35%29%

WHY IS IT SO DIFFICULT  
TO BREAK THE CYCLE OF

THE THREE  
OPERATIONAL BASICS
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Recurring maintenance problems rarely stem from a single 
piece of equipment or one isolated issue. More often, they’re 
the result of broader operational patterns that reinforce one 
another over time.

RECURRING MAINTENANCE PROBLEMS 
RARELY HAVE A SINGLE CAUSE

You may recognize some of these challenges:

•	 �The same equipment continues to fail even after 
repeated repairs, disrupting production and frustrating 
both maintenance teams and the operators who 
depend on it

•	 �Preventive maintenance is often deferred because 
reactive work takes priority

•	 �Critical maintenance knowledge is held by only a 
handful of experienced employees, making it difficult 
to standardize processes or prepare for retirements

•	 �Technology investments haven’t delivered the 
operational improvements you expected, despite 
significant time and effort

•	 �Your team works hard every day, yet it still feels  
like you’re responding to the same issues instead  
of moving beyond them

INDIVIDUALLY, EACH OF THESE ISSUES MAY SEEM  
MANAGEABLE. BUT TOGETHER, THEY CREATE A CYCLE  

THAT CAN BE DIFFICULT TO BREAK.

Organizations that break the cycle  
approach maintenance differently.

To better understand why these challenges persist,  
Pro Services benchmarked 55 manufacturing leaders 
across a range of industries, facility sizes and levels  
of operational maturity.

The findings reinforced what we’ve seen while providing 
industrial maintenance services to manufacturers for 
nearly four decades.

The organizations that consistently improve reliability 
focus on strengthening the foundation of their operations 
with preventive maintenance programs, making recurring 
problems less likely to happen in the first place.

45% 67%
of organizations continue to rely 
primarily on reactive or minimally 
planned maintenance practices

report that critical maintenance 
knowledge is concentrated among  
employees approaching retirement

40%
cannot accurately determine  
the business cost of downtime

Reactive Work  
Remains the Norm

Critical Knowledge  
is Concentrated

Downtime is Still  
Difficult to Quantify
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This report is organized around seven 
decisions that consistently influence 
long-term maintenance performance, 
not individual statistics or isolated 
maintenance trends.

Each decision addresses a foundational aspect of 
maintenance maturity. Together, they provide a practical 
framework for understanding why recurring problems  
develop, where organizations should focus their 
improvement efforts and how lasting performance  
is built over time.

As you read, consider how these findings compare 
to your own operation and where your greatest 
opportunities for improvement may lie.

Every maintenance organization faces these seven key 
decisions. The challenge isn’t whether or not they need 
to be addressed. They all do. Rather, it’s understanding 
which ones will have the greatest impact on your 
operation and how they build on one another. 

Most importantly, the research suggests that the order  
in which these decisions are made is just as important  
as the decisions themselves.

How well do you understand  
your maintenance performance?
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01

02 Are your maintenance fundamentals strong  
enough to support long-term improvement?

Is your workforce ready for change?

When is the right time to invest in technology?

How can you gain the organizational support  
needed to drive lasting change?

How do you measure meaningful progress?

How can you prepare your maintenance  
organization for the future?

03

04

05

06

07

THAT DRIVE MAINTENANCE  
PERFORMANCE

SEVEN 
DECISIONS



9

DO YOU UNDER-
STAND YOUR 
MAINTENANCE 
PERFORMANCE?

Better maintenance decisions start with a clear 
understanding of current performance. Without it, it’s 
difficult to know which problems deserve your attention 
first or whether your improvement efforts are making  
a difference.

Organizations with a clear picture of their maintenance 
performance scored nearly 20% higher in work execution 
than those without it. The research also found that 
organizations with the strongest results consistently had 
the fundamentals in place, including planning, workforce 
development and preventive maintenance compliance.

Even still, nearly half of the organizations in this study 
couldn’t confidently answer one of the most important  
questions: Is our maintenance operation actually improving?

Without a shared understanding across maintenance, 
operations and leadership, it’s difficult to build the 
alignment needed for lasting improvement.

The best maintenance decisions are grounded in facts, 
not assumptions.

“�I’d change our approach to be plan-driven  
instead of reaction-based. We have many 
resources working on different aspects  
of maintenance, but it’s not clear how the  
initiatives feed into one greater strategy.”
Director of Operations, Consumer Goods/Packaging

01 Seven Key Decisions

36% 35%

consistently met all three 
foundational maintenance 
practices: planning, 
workforce development  
and preventive maintenance 
compliance.

demonstrated strength  
in some areas, but lacked 
consistency across all three 
foundational maintenance 
practices.

29%

struggled across planning, 
workforce development  
and preventive maintenance 
compliance, which limits 
long-term maintenance 
performance.

20 of 55 organizations 19 of 55 organizations 16 of 55 organizations
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01

ESTABLISHING A BASELINE
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ARE THE 
FUNDAMENTALS 
IN PLACE?

PLANNING  
AND  
PRIORITIZATION

Seven Key Decisions
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Every Maintenance Improvement 
Depends on Getting  
the Fundamentals Right

The strongest maintenance organizations rarely succeed 
because they’ve found a new process or invested  
in the latest technology. More often, they’ve built  
the discipline to consistently plan and prioritize work, 
learn from recurring failures and follow through on 
preventive maintenance. 

Those fundamentals aren’t glamorous, but they create  
the stability needed for long-term improvement.

More than half of the organizations in this study fell 
below the threshold for consistently closing the learning 
loop, meaning recurring problems were more likely to  
be repaired than permanently resolved.

When the fundamentals aren’t in place, reactive 
work tends to fill the gaps and teams spend more 
time responding to today’s problems than preventing 
tomorrow’s. That’s rarely because people don’t recognize 
what needs to change. More often, it’s because the 
immediate demands of keeping production running  
leave little time to address the underlying causes.

45%
45% reported that reactive work continues to outweigh  
planned work, making it difficult to stay ahead of failures.

These three fundamentals form the foundation of a strong maintenance organization, 
yet each remains a challenge for nearly half of the organizations in this study.

51% fell below the threshold for consistently closing the learning loop, meaning 
recurring problems were more likely to be repaired than permanently resolved.

46% reported that preventive maintenance programs  
exist, but consistent execution remains a challenge.

02 02

THE THREE BASICS

LEARNING  
FROM RECURRING 
FAILURES

PREVENTIVE 
MAINTENANCE 
EXECUTION

51%

46%
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IS YOUR 
WORKFORCE 
READY FOR 
CHANGE?

Seven Key Decisions
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A Strong Workforce Needs  
More Than Experience

Every maintenance organization depends on 
knowledgeable people, but experience alone isn’t 
enough to prepare an organization for the future.  
Lasting improvement requires a workforce that can  
adapt to new technologies, share knowledge across  
the team and continue developing the skills needed  
as operations evolve.

That kind of development also depends on having  
the time and structure to support it. Nearly half (45%) 
of the organizations in this study are still operating 
reactively or with only limited planning, making it difficult 
to consistently train employees and equip the next 
generation of maintenance leaders for success.

The research found that many organizations know they 
are vulnerable to workforce-related risks, from skill gaps 
and knowledge concentrated in a few individuals to the 
absence of succession planning. 

Yet building a stronger workforce takes more than hiring. 
Organizations also need to create the conditions for 
employees to learn from one another, develop new  
skills and pass along critical knowledge before it’s lost.

“�He’s been here 28 years. Knows every 
machine, every quirk, every workaround 
we’ve built over two decades. He’s also 
58. We don’t have a plan for when he 
leaves. Honestly, I’m not sure we could 
write one. So much of what he knows has 
never been written down — it’s just him, 
walking the floor, keeping things running. 
When he goes, a lot of that goes with 
him.”
Maintenance Manager, Metal/Fabrication

The research identified four workforce challenges that can make it more  
difficult for organizations to sustain long-term maintenance performance.

Thin or Skill-Gapped 
Workforce 
76% had a workforce 
identified as thin or 
skill-gapped, leaving 
critical maintenance 
responsibilities 
concentrated among too  
few people.

Critical Knowledge at Risk 
67% had critical 
maintenance knowledge 
concentrated in employees 
nearing retirement, 
increasing the risk of losing 
decades of experience.

No Succession Plan 
40% reported having no 
meaningful workforce 
succession plan in place to 
prepare the next generation 
of maintenance leaders.

TRIPLE WHAMMY 
 

27% faced all three workforce risks simultaneously: a thin or skill-gapped workforce,  
critical knowledge nearing retirement and no succession plan.

03 03

THE BIGGEST WORKFORCE RISKS

01 02 03



15

WHEN IS THE 
RIGHT TIME 
TO INVEST IN 
TECHNOLOGY?

Seven Key Decisions
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Technology Delivers the Greatest  
Value Only When the Foundation  
Is Ready

Maintenance organizations aren’t hesitating to invest 
in technology. In fact, the research indicates many are 
making those investments before they’re operationally 
ready. The research found that 76% of organizations 
had already invested in maintenance systems .

And that’s the rub: while technology can improve 
visibility, streamline workflows and support better 
decision-making, it can’t replace the maintenance 
fundamentals that drive long-term performance. 
Technology works best when it’s reinforcing strong 
maintenance practices, not compensating for gaps  
in them.

New maintenance systems and training programs 
often feel like progress because they’re a tangible 
representation of investment. And they can be, but  
only when introduced in the right sequence. 
Otherwise, organizations risk adding complexity  
while the underlying problems remain unchanged.

38% Tech Ready 
Only 38% had the operational foundation needed to  
fully support maintenance technology investments.

Technology Readiness 
The research doesn’t suggest organizations are investing too little in maintenance 
technology. It suggests the majority of them are investing too soon.

62% Not Fully Ready 
62% were missing one or more foundational elements 
needed to maximize the value of maintenance technology.

76% Invested Before Ready 
76% have already invested in maintenance systems… 
and aren’t fully ready for them.

04 04

OPERATIONAL RESILIENCE gap 0.70

Maturity Scores            Tech Ready [n=21](3.24 avg)   vs.         Not Ready [n=34](2.24 avg)

WORK EXECUTION gap 1.32 | Widest in Dataset

TEAMS & TOOLS gap 0.82
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HOW CAN 
YOU GAIN 
ORGANIZATIONAL 
SUPPORT?

Seven Key Decisions
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Better Data Builds  
Stronger Business Cases

Most maintenance leaders don’t struggle to identify 
what needs to improve. The harder challenge is building 
organizational support to do something about it.

Maintenance improvements compete with many other 
business priorities, and visible solutions often receive  
the most attention. New technology, training initiatives 
and organizational partnerships can all represent 
worthwhile investments — but only when they’re 
introduced at the right time and supported by the  
right operational foundation.

The organizations that gain support are the ones that can 
clearly demonstrate not only what they want to invest in, 
but why it’s the next logical step based on measurable 
performance data. Use the findings in this report as a 
benchmark to help frame conversations with leadership 
and demonstrate why change is needed.

As you compare your 
organization against the 
research, these questions 
can help identify where 
to focus improvement 
efforts and how to frame 
the conversation with 
leadership:

•	 �What problem are  
we trying to solve?

•	 �What’s it costing  
us today?

•	 �What’s the next 
maintenance 
improvement that will 
have the biggest impact?

•	 �Do we have the data  
to prove it?

“�Decisions used to go to whoever argued loudest.  
I started bringing data instead. That changed  
the conversation — but you can’t bring data  
you don’t have.”
Survey respondent, Plant Manager

05 05

36%
64%

reported that maintenance 
requests were frequently 
blocked by organizational 
resistance or adversarial 
relationships.

reported having the 
organizational support 
needed to move 
maintenance initiatives 
forward.

20 of 55 organizations 35 of 55 organizations Build Your 
Business Case

ORGANIZATIONS THAT ONLY PARTIALLY MET THE 
FUNDAMENTALS PERFORMED MUCH CLOSER TO 
THOSE THAT FAILED THAN THOSE THAT PASSED.
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HOW DO YOU 
MEASURE 
MEANINGFUL 
PROGRESS?

Seven Key Decisions
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Measure Progress, Not Just Activity

Maintenance improvement doesn’t happen because  
a new process is introduced or a new system  
is implemented. It happens when organizations  
consistently measure whether those changes  
are producing better results.

The research found that 40% of organizations couldn’t 
confidently determine whether their maintenance 
programs were improving. Without that visibility, it’s 
difficult to know whether an investment is paying off, 
whether priorities should change or whether it’s time  
to move on to the next improvement.

The organizations that made the greatest progress 
weren’t doing fundamentally different work. They were 
measuring the impact of each improvement before taking 
the next step. That discipline made it easier to prioritize 
investments, build organizational support and continue 
improving over time.

Use the findings in this report as a benchmark for 
your own maintenance program. As you implement 
improvements, return to the seven questions to measure 
progress, validate what’s working and identify where  
to focus next.

Improvement is easier to sustain when progress  
is measured consistently. As you put the findings in  
this report into practice, check in regularly by asking:

MEASURE 
WHAT MATTERS

06 06

Are we solving the same problems we identified six months ago?

Where have we made measurable progress?

Are the improvements we’ve made holding up over time?

What’s the next improvement we should prioritize?

20%Organizations with clear downtime tracking and visibility score  
nearly 20% higher on work execution than those without it.
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IS YOUR 
ORGANIZATION 
READY FOR THE 
FUTURE?

Seven Key Decisions
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Preparing for the Future Starts  
With a Strong Foundation

Preparing for the future doesn’t always mean investing 
in something new. More often, it means building on 
the work that’s already underway and making sure the 
fundamentals are strong enough to support whatever 
comes next.

Only 36% of the organizations in this study met the 
threshold across all three foundational areas. Those 
organizations consistently outperformed the rest of  
the sample not because they were doing more, but 
because they had the discipline to consistently do  
the right things first.

The research points to a clear pattern: organizations 
that make the greatest long-term progress don’t try  
to solve every challenge at once. They strengthen  
one area and build on that success with each  
following decision.

The next step is understanding where your own 
organization stands. Use the findings in this report  
to identify your biggest opportunities, then take  
the Maintenance Maturity Model Self-Assessment  
to compare your organization against the same 
framework used throughout this report.

36%

passed all three foundational areas partially met the fundamentals failed all three foundational areas

35% 29%

07 07

WORK EXECUTION SCORE Passing 3.39  vs.  Failing 1.71

Score Comparison            Passing   vs.         Failing Basics

TAKE THE MATURITY ASSESSMENT
 
Curious to find out where your maintenance  
program stands?

In just 10 minutes, you can find out:

1.	 �How your organization compares to those included in this study

2.	�The strengths and obstacles affecting your long-term performance

3.	Which areas require your attention first

Then, have your maintenance, operations and leadership teams take  
the assessment themselves and compare results to identify gaps and  
align your priorities.

—

NEXT STEPS 

4.	Take the Maturity Assessment at prosatwork.com/somr

5.	Share this report with your team
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Participants

The respondents represent organizations of varying 
sizes and industries, with participation from operations, 
maintenance and executive leadership.

•	 24% C-Suite or VP of Operations

•	 18% Directors of Operations or Maintenance

•	 16% Plant or Site Managers

•	 9% Maintenance or Reliability Managers

•	 33% Other operational leadership roles

The sample was weighted toward Metal & Fabrication 
(33%) and Consumer Goods & Packaging (25%), 
with Food & Beverage, Automotive, Chemical and 
Pharmaceutical manufacturers also represented.

The findings in this report are based on responses from  
55 manufacturing leaders collected through original research 
conducted in-person at The American Manufacturing Summit 
and distributed digitally between March 17–25, 2026.

PRO Services, Inc. is a multi-skilled trades contractor  
that provides maintenance and mechanical services  
to industrial and commercial customers.

Since 1987, we’ve been supporting our partners  
with world-class performance and results. Our teams 
bring experience, grit and precision to every job.

Pro is the partner you trust to tackle the toughest 
challenges, safely. Whether you’re leading a new  
capital project, managing aging infrastructure, 
improving maintenance performance or closing  
gaps across your skilled workforce, you can  
trust us to deliver excellence without exception,  
every day.

ABOUT  
THIS REPORT

Talk with Pro Services about your biggest 
challenges and where to focus your 
improvement efforts. 
 
269.327.2322 
prosatwork.com

SETTING THE STANDARD  
OF EXCELLENCE SINCE 1987.

READY TO 
STRENGTHEN 
YOUR 
MAINTENANCE 
OPERATION?
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