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Introduction

If you manage facilities at a small school district or community college, your maintenance team
is often tasked with maintaining safe, functional facilities at the same high standards as larger
institutions but with a fraction of the resources. Frustratingly, traditional maintenance strategies
do not address the staffing limitations, operational realities and budgetary constraints that small
K-12 districts and community colleges contend with every day.

To help overcome these challenges, we have developed a three-stage growth model that allows
your team to immediately improve maintenance operations while systematically building toward
more advanced capabilities. With reactive maintenance costing three to five times more than
preventive strategies, it is essential to start where you are and strengthen maintenance practices
as your program matures.

The framework is built around three progressive stages: establishing control through work
order management, reducing disruption through preventive maintenance and ultimately using
maintenance data to support long-term facility planning. Schools can enter at any stage and
advance as their resources, processes and goals evolve.

Each stage builds on the last, creating a realistic path that aligns with the staffing, budget and
operational realities of small K-12 districts and community colleges helping you move away from
the “fix-it-when-it-breaks” cycle and toward long-term facility stewardship.

School maintenance growth model

Stage 2 Stage 3
Preventive control Lifecycle optimization




Why reactive maintenance keeps small

schools stuck

If you manage facilities for a small school district or community college, you're likely balancing a long list of

responsibilities with a limited team and budget. Your maintenance staff may be responsible for HVAC systems,

plumbing, grounds, classroom repairs, safety inspections and everything in between, often across multiple buildings.

A single equipment failure can quickly reshape the entire day. A boiler stops working, a classroom floods or

an air conditioning unit fails during a heat wave, and planned work immediately moves to the back burner.

Urgent requests take priority because they have to.

Battling this constant stream of unexpected issues can make it difficult to stay ahead of maintenance demands.

The work feels nonstop, yet progress towards long-term goals remains frustratingly out of reach.

The hidden costs of reactive maintenance

Responding to breakdowns as they occur may
feel like the most practical way to operate when
resources are limited, but it carries a significant
financial cost.

Industry research consistently shows that reactive
maintenance costs three to five times more than
preventive maintenance. For a small school operating
on tight budgets, those costs often appear in places
that are easy to overlook:

Emergency service premiums: After-hours and
emergency service calls typically cost 150%-
200% more than scheduled maintenance.

Complete replacement vs. repair: Equipment
that fails catastrophically often requires full
replacement instead of repair, dramatically
increasing costs.

Operational disruption: When critical systems fail
during school hours, the cost includes not just the
repair but the disruption to learning and activities.

Cascade failures: One equipment failure often
leads to others, as systems work harder to
compensate or related equipment gets stressed.

In the long-term, many schools find themselves
operating within a reactive cycle that becomes
increasingly difficult to overcome. This cyclic trap
constantly repeats as:

* Equipment fails unexpectedly.
* Emergency repairs take priority.
¢ Planned maintenance is postponed.

¢ Deferred maintenance contributes to additional
failures.

*  More failures create additional emergency work.

Each loop of this reactive cycle places greater
pressure on staff, budgets and facility performance.
Extra effort alone rarely changes the outcomes. A
clearer structure for managing maintenance work
creates a stronger path to sustainable improvement.



A three-stage path forward

Most small schools cannot transform their maintenance operations overnight. Staffing limitations, budget

realities and competing priorities require a practical approach that delivers value early while supporting long-

term growth.

Our School Maintenance Growth Model provides a framework for making that progress through three stages:

Stage 1
Work Order Foundation

Stage 2

Preventive Control

Establish control through Reduce emergency repairs

streamlined work order by introducing preventive
management, mobile workflows maintenance routines, stronger
and increased visibility into prioritization practices and better

maintenance activity. scheduling discipline.

Many schools begin with Stage 1 and advance as
their capabilities mature. Others may already have
elements of Stage 2 or Stage 3 in place. The goal is
not to reach the final stage as quickly as possible but
to build the right foundation, strengthen operations
over time and create a maintenance program that
aligns with the realities of your school.

Let’s explore each stage in greater detail, including
the operational changes, technologies and
measurable outcomes that help maintenance teams
move from constant reaction to long-term control.

Stage 3

Lifecycle Optimization

Use maintenance history, asset
performance data and long-term
planning insights to support
budget decisions and facility
investments.



Stage 1

Work order foundation

Most maintenance management improvement
begins with the simple need to gain visibility into
the work that is already happening.

Many schools attempt to launch preventive
maintenance programs, build inventories and
establish advanced reporting before they have a
reliable process for managing daily requests. As a
result, important information remains scattered
across emails, phone calls, spreadsheets and
handwritten notes, making it difficult to understand
priorities or measure performance.

Work order management is the bedrock for everything
else that follows. It gives your team a consistent way
to receive requests, assign work, track progress and
document completed tasks. It also establishes habits
and processes that support future growth.

What Stage 1 looks like

At this stage, the goal is not to transform every
aspect of maintenance operations. The priority is
creating structure around the work that already
needs to be done.

Core capabilities typically include:

EE A centralized system for receiving and
managing maintenance requests

Mobile access for technicians in the field
Clear assignment and ownership of work

Status tracking from request to completion

E H O

Basic reporting and visibility into workload

These capabilities help eliminate many of the
administrative obstacles that slow maintenance teams
down and create frustration for building occupants.

Mobile execution and visibility

For small schools, efficiency often depends on
keeping information accessible in the field. Offline
functionality matters here. Older buildings and
mechanical spaces with limited connectivity
shouldn't slow technicians down.

A centralized system also improves visibility across
the organization. Requesters can track submitted
issues, administrators gain insight into workload and
response times, and maintenance leaders can spot
recurring problems and emerging trends all from a
single source of truth.



Keys to a successful rollout

Stage 1 works best when implementation remains focused and manageable.

Key milestones in a typical rollout include:

Week 1 Week 2

Configure the system Train maintenance

and create user

staff and key

accounts. requesters.

Early success depends on consistency. Every request
should enter the same process, and every completed
task should be documented in the same system.

Small habits established during Stage 1 become
the operational foundation for future preventive
maintenance and asset management efforts.

Measuring progress

Schools that successfully implement Stage 1 often
experience improvements in both efficiency and
communication.

Common outcomes include:

30% improvement in work completion rates
e Fewer lost or forgotten requests
* Faster response to urgent issues

e Improved communication between requesters
and maintenance staff

e Greater visibility into maintenance activity and
workload trends

Week 3 Month 1

Route all maintenance Review performance,

requests through gather feedback and

the new process. refine workflows.

Crucially, stage 1 creates reliable maintenance data
for the first time. That information helps identify
recurring issues, uncover inefficiencies and support
more informed decision-making.

With a consistent work order process in place and
your team is comfortable working within it, the
next step is shifting attention from responding to
problems toward preventing them altogether.

30%

improvement in work
completion rates



Stage 2
Preventive control

At this stage, the goal is to establish consistent
preventive maintenance routines while balancing
ongoing reactive work.

Core capabilities typically include:

g Asset tracking focused on critical equipment

Automated preventive maintenance
- scheduling

EI Prioritization tools that balance reactive
and preventive work

EE Maintenance history and performance
tracking

m Reporting that measures preventive
maintenance effectiveness

These capabilities help maintenance teams spend
less time reacting to failures and more time
preserving asset performance.

Data-driven prioritization and planning

As maintenance programs mature, data becomes
increasingly important for deciding where time and
resources should be directed. Maintenance teams
make prioritization decisions every day, and better
information leads to better outcomes.

Maintenance data can reveal recurring failures,
equipment that requires frequent attention and
assets that create disproportionate disruption when
they fail. Scheduling tools help teams balance
reactive requests with preventive work while
reducing unnecessary travel between locations.

Preventive maintenance efforts often begin with

a handful of critical priorities, such as HVAC filter
changes, safety equipment inspections, seasonal
system preparation and equipment that directly
supports learning environments. As maintenance
history grows, schools gain a clearer picture of where
preventive investments deliver the greatest value.

The result is a more organized approach to
maintenance planning, supported by information
rather than guesswork.



Keys to a successful rollout

Stage 2 is most effective when preventive maintenance is introduced gradually and

focused on the assets that matter most.

Key milestones in a typical rollout include:

Month 1 Months 2-3

Identify critical

Create preventive
assets and establish maintenance
maintenance schedules for selected

priorities. equipment.

Early success depends on consistency and realistic
scope. Focusing on a smaller number of critical assets
often delivers better results than attempting to build
a comprehensive preventive maintenance program
all at once.

Each completed preventive task strengthens the
maintenance history and asset data that support
future optimization efforts.

Measuring progress

Schools that successfully implement Stage 2 often
experience improvements in efficiency, reliability and
budget predictability.

Common outcomes include:

e 20%-40% improvement in technician efficiency
e Fewer emergency repair calls

¢ Reduced equipment downtime

¢ More predictable maintenance budgets

¢ Extended equipment lifecycles

Months 3-4 Months 4-6

Balance preventive Review performance

activities with reactive data and refine
workload demands. maintenance

frequencies.

One of the clearest indicators of success is a gradual
reduction in reactive work. As fewer resources are
consumed by emergencies, maintenance teams
gain greater control over their schedules and more
opportunities to address long-term facility needs.

With preventive practices established and supported
by reliable maintenance data, the next stage focuses
on using that information to guide long-term

planning, budgeting and asset investment decisions.

20%-40%

improvement in
technician efficiency



Stage 3

Lifecycle optimization

By Stage 3, your maintenance program has moved
beyond simply managing work orders and reducing
reactive repairs. The focus now shifts to using
maintenance data to support long-term facility
planning, budgeting and asset performance.

Many schools make capital planning decisions

with limited information about asset condition,
maintenance history or replacement needs. As a result,
funding requests can be difficult to justify, priorities
may change unexpectedly and critical investments are
often deferred until a failure forces action.

Stage 3 connects maintenance operations to broader
organizational planning. The information collected
through work orders, preventive maintenance and
asset tracking becomes a valuable resource for guiding
decisions that affect facilities for years to come.

What Stage 3 looks like

At this stage, the goal is to transform maintenance
data into actionable planning insights.

Core capabilities typically include:

Asset lifecycle tracking and condition

(oA
assessment

E Capital planning informed by maintenance
history and asset data

@ Advanced reporting and analytics

Predictive maintenance capabilities

Cross-functional visibility for facilities,

&

finance and leadership teams

These capabilities help schools make more informed
decisions about repair, replacement and long-term
facility investments.

Strategic planning and asset Intelligence

As facilities age and budgets become increasingly
constrained, understanding when to repair, replace or
reinvest in assets becomes essential. Maintenance records
provide valuable context that helps schools evaluate
equipment performance, identify recurring issues and
plan future expenditures with greater confidence.

Historical work order data, preventive maintenance
results and asset condition information can reveal
which assets are nearing the end of their useful life
and which continue to perform reliably. This visibility
helps maintenance leaders prioritize investments
based on actual need rather than assumptions.

More advanced organizations may also incorporate
predictive maintenance capabilities that identify trends
associated with future failures. These insights support
planned replacements and repairs that align with
budget cycles, operational priorities and facility goals.

The result is a more strategic approach to facility
stewardship, supported by data that strengthens
both maintenance planning and funding discussions.



Keys to a successful rollout

Stage 3 is most effective when built upon strong
maintenance processes and reliable historical data.

Key milestones in a typical rollout include:

Establish asset condition standards and
lifecycle benchmarks.

Connect maintenance history to asset and
capital planning processes.

Implement advanced reporting and
performance analytics.

Incorporate predictive insights and long-term

replacement planning.

Success depends on data quality and organizational
alignment. Facilities, finance and administration
teams should share a common understanding of asset
priorities, funding needs and long-term objectives.

A mature maintenance program provides the
foundation, but organizational value increases when
those insights inform planning across the institution.

Measuring progress

Schools that successfully implement Stage 3 often
experience improvements in planning accuracy,
budget forecasting and capital investment decisions.

Common outcomes include:

*  More informed capital planning decisions
* Improved long-term budget forecasting

e Better alignment between maintenance and
facility goals

*  Greater visibility into asset condition and
performance

* More strategic equipment replacement timing

Perhaps the most significant change is the ability to
move from reactive investment decisions to planned
facility stewardship. Instead of responding to failures
after they occur, schools can prioritize funding,
schedule replacements and allocate resources based
on documented needs and long-term objectives.

With alignment across maintenance operations,
preventive practices and asset planning, facilities
teams are better positioned to support both the
immediate needs of the school and its future growth.
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Implementation roadmap

Every school's maintenance program is different. Some teams are still relying on emails, spreadsheets
and paper requests, while others have established preventive maintenance routines and are
beginning to think about long-term capital planning.

The purpose of the growth model is not to move every organization through the stages at the same
pace. Progress depends on staffing, budget, organizational priorities and operational maturity. The
most successful implementations begin by identifying current strengths, understanding existing
challenges and focusing on the next achievable step forward.
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Finding your starting point

The indicators below can help you determine where your maintenance program fits today.

Stage 1

Work order foundation
You may be at Stage 1 if:

* Maintenance requests are
managed through email,
spreadsheets or paper forms

*  Work assignments are
communicated informally

e Visibility into workload and
completion rates is limited

e Requests are occasionally
delayed, overlooked or
duplicated

e Administrative tasks consume a
significant portion of staff time

Stage 2

Preventive control

You may be ready for Stage 2 if:

e A consistent work order process

is already in place

* Maintenance data is being
collected and tracked

* Reactive repairs still consume
most available resources

e Leadership is looking for ways
to reduce emergency repairs

e Greater equipment reliability
has become an operational
priority

Stage 3

Lifecycle optimization

You may be ready for Stage 3 if:

* Preventive maintenance is a
routine part of operations

e Asset information is being
actively maintained

* Maintenance performance is
predictable and measurable

e (Capital planning decisions
require better facility data

e Long-term budgeting and asset
replacement planning are
becoming priorities
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A phased growth strategy

The model is designed to be implemented gradually, allowing each stage to build the
foundation for the next.

Stage 1
Months 1-2

During the first phase, the focus is establishing consistency around maintenance requests and work
execution. Teams develop processes for receiving, assigning, tracking and documenting work while
building comfort with mobile workflows and centralized data management.

Key priorities include:

e System configuration and user setup e Transitioning all requests into a single workflow
e Staff training and adoption e Establishing baseline performance metrics
Stage 2

Months 3-8

The second phase introduces preventive maintenance and greater operational discipline. Teams begin
identifying critical assets, creating maintenance schedules and balancing proactive work alongside daily
service requests.

Key priorities include:

e Asset identification and tracking e Work prioritization and resource planning

e Preventive maintenance scheduling e Monitoring maintenance performance trends
Stage 3

Months 9-18

The final phase connects maintenance operations to long-term planning. Maintenance history and asset
performance data become tools for capital planning, budget forecasting and lifecycle management.

Key priorities include:

e Asset condition assessment e Capital planning integration

e Advanced reporting and analytics e Long-term replacement and investment planning
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Building momentum at every
stage

Organizations often make the most progress when they focus on achieving measurable results at each stage
before moving to the next. Early improvements build confidence, support adoption and create the operational
discipline needed for long-term success.

Leadership support, staff involvement and realistic expectations are critical throughout the process. Clear
goals for each phase, paired with visible progress and measurable results, help build the momentum needed
for long-term success.

Built around the operational realities of small schools, the growth model provides a practical framework for
continuous improvement. Progress at each stage strengthens day-to-day maintenance performance while
expanding the organization’s ability to plan, prioritize and invest for the future.

Turning planning into progress

The maintenance challenges facing small schools are real. Limited staffing, constrained budgets and aging
facilities can make it difficult to look beyond the demands of the day. Yet improving maintenance operations
does not require a complete transformation overnight.

The School Maintenance Growth Model provides a practical framework for making steady progress.
Whether your organization is establishing a work order process for the first time, building a preventive
maintenance program or using asset data to support long-term planning, each stage creates measurable
value while strengthening the foundation for future growth.

As you evaluate your next steps, remember:

You don’t need to solve everything at once. Small improvements compound over time.
The right technology should support Every month spent in a reactive cycle
growth at every stage. carries avoidable costs.

Start by identifying where your maintenance program stands today and which stage offers the greatest
opportunity for improvement. Consistent progress, supported by the right processes and tools, can help your
team gain greater control over daily operations while creating a more sustainable future for your facilities.
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This document contains a general description of available technical options only, and its
effectiveness will be subject to specific variables including field conditions and project
parameters. Siemens does not make representations, warranties, or assurances as to
the accuracy or completeness of the content contained herein. Siemens reserves the
right to modify the technology and product specifications in its sole discretion without
advance notice.
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