FROM REACTIVE TO RELIABLE % Limble

Take back your
maintenance
schedule

A 90-day guide to reducing emergency work
and running a program you can actually plan
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Executive Summary

Most maintenance teams aren’t reactive because they want to
be. They're reactive because no one ever built the systems —
intake, prioritization, closeout, planning — that make proactive
work the default. The result is a team that’s technically busy but

strategically stuck.

This guide is for maintenance leaders who already know their
operations are more reactive than they should be. You don’t
need another analysis of why it happens. You need a structured,
credible path out, one that doesn’t require a new Computerized
Maintenance Management System (CMMS), a six-month

consulting engagement, or executive permission to get started.

Backed by Limble’s 2026 Benchmark Report, drawing on
responses from over 200 asset-intensive organizations, the

data paints a clear picture: reactive organizations average 64%
unplanned maintenance work and score significantly lower on data

quality. High-performing teams run at 36%.

That 28-point gap isn’t the product of better equipment or bigger

budgets. It’s the product of operational discipline.

Inside, you'll find three actionable sections:
- How to know if you're stuck in reactive — with five metrics that
tell the truth before leadership asks

> Why reactive work persists — the five structural reasons that
have nothing to do with technician effort

> The 90-Day Stabilization Plan — a realistic, sequenced
approach to reclaiming control of your schedule

Each section cuts through industry noise and delivers strategies

you can use right away.



CHAPTER ONE

How to know if you're
stuck in reactive




You probably already have a sense of it. But intuition isn’t enough to
convince leadership, justify investment, or build a credible improvement

plan. You need numbers, the right ones, measured consistently.

Here are five metrics that separate high-performing maintenance
programs from reactive ones. You don’'t need a sophisticated analytics
platform to track them. You need honesty about where you currently

stand.

1. Planned vs. unplanned maintenance ratio

This metric measures whether your team shapes its own schedule through

planned work or merely reacts to unexpected requests.

64% > 36%

The difference between reactive and preventive

organizations in unplanned work rates.
Same industry. Very different operations.

Source: Limble 2026 Benchmark Report

The benchmark is clear: per Limble’'s 2026 research, reactive organizations
average 64% unplanned work, while preventive and predictive teams
average 36%. If over half your work orders are unplanned, your operation
is reactive, regardless of any formal preventive maintenance (PM)

schedule.

To calculate: Review the past 90 days of closed work orders. Count those
that were planned (scheduled PMs, planned repairs) and those that were
unplanned (emergency calls, reactive breakdowns, urgent corrective
work). Divide to get your ratio. If you can’t track this due to incomplete

data, make a note —it highlights a key improvement area.
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2. Percent emergency work
Maintaining

Not all unplanned work is an emergency. 70_75%

Emergency repairs often cost three to

L hedul Li
five times as much as planned work. Over schedtlle comptlance

is a sign your team

time, expedited parts, collateral equipment . .
is controlling, not

damage, and production losses accumulate reacting to, its
quickly. Organizations trying to exit the workload.
Reactive stage are specifically targeting

emergency work rates below 60% of total volume as an early benchmark.

Monitor this metric monthly. If your emergency rate stays high, focus on

improving intake and prioritization instead of adding more PM tasks.

3. Schedule compliance

This metric exposes gaps between plan and execution, showing if
scheduled PMs are actually completed on time or deferred due to reactive

work.

Teams overloaded with emergencies cannot achieve full schedule
compliance. Emergencies cause planned tasks to be rescheduled, leading
to a growing backlog. Maintaining 70-75% schedule compliance is a sign

your team is controlling, not reacting to, its workload.

Measure by dividing the total planned PMs completed on schedule by
the total PMs scheduled over a defined period of time. Weekly tracking

unveils short-term disruptions masked by monthly averages.
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4. Repeat failure rate

Recurring failures on a single asset suggest your team is addressing
only symptoms, not the underlying causes, often due to a lack of time,

information, or a process for root cause analysis.

When work order closeouts are incomplete or inconsistent, failure
patterns become invisible. Data from Limble’s recent Benchmark Report
shows organizations with high CMMS data discipline capture 82% of
maintenance work in their system. Low-discipline teams capture 45%.
That 37-point gap, per the 2026 benchmark data, means nearly half the

failure history disappears, and repeat problems masquerade as new ones.

100%

90%

82% vs. 45%

Work capture rate gap between

high-and low-discipline teams.
Missing data hides repeat
failures — and keeps your team
solving the same problems
indefinitely.

Source: Limble 2026 Benchmark Report

¢ Limble Guide | Take Back Your Maintenance Schedule


https://limble.com/2026-maintenance-benchmark-report/

To identify repeat failures: Find assets with three or more corrective work

orders in the last 90-days and focus investigations there.

5. Unplanned downtime hours

The ultimate accountability metric. Unplanned downtime hours reflect
everything including but not limited to your PM effectiveness, your data
quality, and your prioritization discipline. It’s the number operations and

finance actually care about.

Track unplanned downtime for each asset, not just the overall total.
Detailed tracking allows you to link downtime to specific equipment and
justify investment. Without this breakdown, the root causes of downtime

stay hidden.

Now that you know the five key metrics, take stock of your current

performance against these benchmarks.

TYPICAL TARGET BENCHMARKS

<40% unplanned

Planned vs. Unplanned Ratio >50% unplanned (Preventive benchmark)

Emergency Work % >60% of total work Trending below 60%
Schedule Compliance <70% >80% consistent
3+ WOs on same Documented RCA,

Repeat Failure Rate
P asset in 90 days declining trend

Tracked per asset,

Unplanned Downtime No asset-level visibility .
monthly review
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CHAPTER TwO

Why reactive
work persists




Here’s the uncomfortable truth: most reactive maintenance programs
aren’t reactive because of equipment age, staff shortages, or budget
constraints. They're reactive because of five structural problems that

never get fixed, usually because no one names them out loud.

This clarity about root causes is essential. The following pages break

down each one so you can act with focus.

1. Work starts outside the system

Someone texts a supervisor. Someone calls in a problem on the radio.
A floor manager walks over and asks for something to be checked. The

technician goes and fixes it. No work order. No asset record. No data.

This is the most common reason reactive operations stay reactive. When
work enters your operation through informal channels, your CMMS never
learns that the failure happened, what was done, how long it took, or
which asset was affected. The history disappears. The problem can recur

without warning.

Limble’'s 2026 Benchmark Report found that low-data-quality teams

capture only 45% of maintenance work in their CMMS. High-performing
teams capture 82%. The difference isn’t effort — it’s intake discipline. If

work doesn’t start in the system, it doesn’t end in the system.

The fix isn’t more policing. It’s making
the correct intake path the easiest path.

Standardize one intake method — a shared
request portal, QR code-linked work requests,
or a designated dispatcher — and eliminate the

informal alternatives.
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2. Prioritization based on who shouts loudest

In reactive organizations, priority isn’'t determined by asset criticality or
operational impact. It's determined by whoever complains the most or
holds the most organizational authority. The loudest call wins the next

available technician.

This creates a predictable failure mode: genuinely high-risk assets sit
idle while visible but low-impact problems receive immediate attention.
The maintenance backlog grows in the wrong direction. Resources flow

toward squeaky wheels rather than strategic priorities.

You don’'t need sophisticated software to do this. A four-tier system,
Critical, High, Medium, Low, with defined criteria for each tier, is enough to

transform how your team triages new requests.

3. PMs aren'’t targeted to high-impact assets

A preventive maintenance program with 400 tasks isn’'t inherently better
than one with 40. What matters is whether the tasks target the assets that

are actually driving downtime and cost.

Limble’'s Maintenance Maturity Model illustrates this point: the goal isn’t
to maintain everything preventively. It's to segment the portfolio and apply
the right strategy to the right asset. In the early stages of maturity, that
means identifying the top 10-20% of assets causing the most downtime
and making sure those assets have well-designed, consistently executed
PMs.

In most operations, downtime follows a power-law distribution. A small
number of assets generate a disproportionate share of failures. But PM
schedules are often built from OEM recommendations applied uniformly
across the fleet, not from actual failure history. The result is over-
maintaining low-risk equipment while under-protecting the assets that

matter most.
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2.85/5

3.58/5

Reactive organizations Higher data maturity enables
score 2.85 out of 5 risk-based PM targeting — which

. reduces both over-maintenance and
on CMMS data quality.
Preventive and predictive
teams score 3.58

unexpected failure.

Source: Limble 2026 Benchmark Report

4. Incomplete closeout data

A work order that closes with only a timestamp is almost worthless.
Without failure codes, root cause notes, parts used, and labor time
captured consistently, your asset history is a ledger with entries but no

meaning.

Incomplete closeouts create a vicious cycle. Because data is sparse,
failure patterns are invisible. Because patterns are invisible, PM schedules
can’t be optimized. Because PMs aren’t optimized, failures keep
happening. Because failures keep happening, technicians are too busy to

close work orders properly.

Limble’'s benchmark data is stark: organizations with strong data discipline

report 33% higher confidence in their asset and maintenance KPIs.
Organizations with weak data quality can’t trust their own reporting, and

when leaders can’t trust the data, they stop acting onit.

Required closeout fields solve this. Not ten fields. Typically only three to
five are actually required before a work order can be marked complete.
Asset assignment, failure code, resolution description, labor time. That’s

the foundation of a learning maintenance system.
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5. No consistent weekly planning cadence

Planning happens in many organizations, just not consistently, at the right
level of detail, or with the right people in the room. The result is a weekly
schedule that gets overwritten by Monday afternoon and rebuilt from

scratch the following week.

High-performing maintenance programs protect a weekly planning
meeting. Not a status update. A planning meeting: Where is the backlog?
What PMs are due? What’s our capacity? What might disrupt us? What are

we committing to this week?

This cadence is what converts reactive habits into proactive ones. Without
it, individual technicians make prioritization decisions in real time based
on incomplete information. With it, the team makes those decisions

deliberately, before the week starts, with full visibility into demand and

capacity.
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CHAPTER THREE

The 90-day
stabilization plan




Ninety days is enough time to change the trajectory of your maintenance

operation, not to transform it completely, but to stop the bleeding and

establish the systems that enable improvement. This isn't a moonshot. It’s

a realistic sequence of moves that maintenance leaders at all levels can

execute.

The plan is organized into five workstreams. They can run in parallel, but

the sequencing below reflects what matters most early in the process.

90-Day stabilization roadmap

MOVE

Intake

Prioritization

Closeout Data

Planning

PM Targeting

Limble

HOW TO

Launch one digital intake path

Track compliance rate, eliminate
informal channels

Define 4-tier severity framework

Train supervisors, apply to
all incoming requests

Configure required fields
in CMMS

Supervisor daily review
of open WOs

Schedule weekly planning meeting

Track schedule compliance weekly

Pull downtime data by asset

Identify top 10-20% downtime
drivers

YOU’VE SUCCEEDED WHEN..

90%+ of new work entering via
designated path

Priority applied consistently;
criticality rate declining

80%+ closure rate with all
required fields

Planning meeting in place;
compliance >70%

PMs in place for top-tier assets;
corrective WO volume declining
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The path forward




Reactive maintenance is expensive. Not just in dollars. In credibility, in
morale, in the long-term reliability of your assets. Every dollar spent on
emergency repairs is two to five dollars that could have been invested

in proactive work. Every reactive cycle that runs through your operation
without being captured in your CMMS is a missed opportunity to prevent

the next one.

The teams that break out of reactive patterns don’t do it with better tools
or bigger budgets. They do it with better systems for intake, prioritization,
data capture, planning, and PM targeting. Small, consistent changes

in how work enters and exits your CMMS compound over time into
something genuinely different: an operation where maintenance is a

strategic function, not just a response unit.

Ninety days is a realistic timeframe to shift the trajectory. Not to solve
everything. To stop making it worse and to start generating the data that

makes improvement self-sustaining.

The benchmark data from Limble’s 2026 research is both sobering and
hopeful. Reactive organizations running at 64% unplanned work aren’t
doomed to stay there. The preventive teams running at 36% unplanned
work weren’t born that way. They made specific decisions, built specific

systems, and tracked specific metrics until the habits took hold.

You don’t need a transformation.
You need a sequence.

Start with intake. Add priority rules. Require closeout
fields. Run a weekly planning meeting. Target PMs on
your top downtime drivers. That’s the plan.
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Limble is built to support exactly this kind of operational change, not as a
replacement for maintenance discipline, but as the execution layer that
makes discipline visible, measurable, and sustainable. If you're ready to

start the 90-day plan, we can help.

Key data points from this guide

64% 33%

Average unplanned work Higher KPI confidence among

in reactive organizations teams with strong CMMS data

(Limble 2026) quality (Limble 2026)

36% 10-25%

Average unplanned work PM optimization reduces total

in preventive/predictive maintenance spend (Limble

organizations (Limble 2026) Maturity Model 2.0)

3-5% 82% vs. 45%
Cost premium of emergency Work capture rate — high vs. low

repairs vs. planned work (Limble discipline teams (Limble 2026)

Maturity Model 2.0)
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% Limble

Limble delivers software designed by maintenance professionals,

for maintenance professionals. Founded in 2015, Limble provides

the industry’s leading modern CMMS and empowers maintenance
professionals to implement preventive maintenance, easily manage
assets, gain control of inventory, streamline workflows, report KPls,
organize work orders, and realize millions of dollars in cost savings from
reduced downtime, enhanced parts and labor spend management, and
improved productivity. Thousands of customers worldwide trust Limble
including Nike, Pepsi, DHL Global Forwarding, and more.
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