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Coffee Equipment Preventive Maintenance ROI Calculator

A Financial Tool for Operations Leaders and Facility Managers to Quantify What Reactive Maintenance Is
Costing Across Their Portfolio and Build the Case for a Structured PM Program

How to Use This Log

This tool has four parts. Part 1 establishes your current reactive maintenance cost baseline - what your portfolio
is actually spending on coffee equipment service under your existing approach. Part 2 estimates what a
structured preventive maintenance program would cost across the same portfolio. Part 3 calculates the net
financial return - the annual savings, extended equipment life value, and energy cost reduction that the PM
program produces over reactive management. Part 4 provides a leadership presentation summary that
translates the financial comparison into an executive case for PM investment.

Complete Part 1 using actual service records and invoices where available. Estimates are acceptable where
records are incomplete - note estimated figures and refine them as better data becomes available. The more

accurately Part 1 reflects actual experience, the more persuasive the comparison in Part 3 will be.

PORTFOLIO INFORMATION

Field Details

Number of Locations

Number of Coffee (1 Drip / Filter Brewers: (1 Espresso Machines: 1 Super-

Equipment Units Across Automatic / Bean-to-Cup: 0 Hot Water Dispensers:

Portfolio

Average Equipment Age Years

Across Portfolio

Current PM Program [0 No formal PM program - reactive only [ Informal PM - inconsistent across

Status locations [ Partial PM - some locations covered [ Formal PM program in place

Southeast Summer [0 High volume - locations run near capacity May through September [0 Moderate

Operating Context volume - summer peak but not at capacity (1 Lower volume - summer is not
significantly higher than off-peak

Water Hardness in [0 Hard water - significant scale accumulation history (1 Moderate hardness [

Primary Markets Soft water or treated [ Unknown

PART 1: CURRENT REACTIVE MAINTENANCE COST BASELINE

Record actual costs from the most recent 12-month period. If records are not available by equipment type, use
total coffee equipment service spend and note the estimate.
Section 1A: Emergency and Unplanned Service Calls
Metric Your Data
Total emergency service calls on coffee equipment - past 12 months

Average cost per emergency service call (labor + parts + emergency rate premium) $

Total emergency service cost - past 12 months $

Of those calls - estimated percentage that involved scale-related issues (heating element, %

valve, flow restriction)

Of those calls - estimated percentage that involved cleaning-related issues (spray head %

clogging, oil buildup, component failure from neglect)

Of those calls - estimated percentage that were genuinely unforeseeable vs. likely %
preventable preventable
Estimated preventable emergency service cost - past 12 months $

Preventable emergency cost = Total emergency service cost x percentage preventable. This is the reactive
maintenance spend that a PM program would largely eliminate.

Coffee Equipment Preventive Maintenance ROI Calculator - Sept 2026
Provided by https://www.beveragerepair.com/


https://www.beveragerepair.com/

Be%gﬁﬁ? KNOWLEDGE BRIEF

Section 1B: Planned and Routine Service Costs

Metric Your
Data
Total planned / scheduled service cost on coffee equipment - past 12 months $
Total water filter replacement cost - past 12 months $
Total descaling materials and labor - past 12 months $
Total parts replacement (gaskets, O-rings, spray heads, other wear components) - past 12 $
months
Total planned service cost - past 12 months $

Section 1C: Downtime Cost Estimation
Metric Your Data
Total unplanned downtime events on coffee equipment - past 12 months
Average duration of each downtime event (hours)

Average coffee revenue per hour at affected locations during peak periods $

Estimated gross margin on coffee beverages %

Estimated annual coffee revenue lost to unplanned downtime (events x hours x hourly $

revenue x margin %)

Average downtime events concentrated in peak summer season (May - September) % of annual
total

Peak season downtime revenue impact $

Section 1D: Equipment Lifecycle Cost

Metric Your Data
Average age of coffee equipment units currently in portfolio Years
Number of coffee equipment units replaced in past 3 years

Average replacement cost per unit $

Of replacements in past 3 years - how many were emergency replacements Emergency:
under time pressure vs. planned Planned:
Estimated premium paid on emergency replacements vs. planned (typically $

10-20% higher)

Estimated cost premium from emergency vs. planned replacements $

Section 1E: Energy Cost Premium from Under-Maintained Equipment
Scale accumulation on heating elements forces them to draw more power to achieve the same temperature.
This creates an energy cost premium that accumulates continuously on every under-maintained unit.
Metric Your
Data
Estimated number of coffee equipment units with significant scale accumulation history
Estimated energy cost per unit per year (electricity consumption) $
Estimated energy premium from scale accumulation (typically 10-15% above design consumption %
on units with significant scale)
Estimated annual energy cost premium from scale accumulation (units x energy cost x $
premium %)
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Section 1F: Total Reactive Management Cost Summary
Cost Category Annual Cost
Emergency service calls - preventable portion
Emergency service calls - non-preventable portion
Planned and routine service
Downtime revenue impact
Equipment replacement premium (emergency vs. planned)

Energy cost premium from scale accumulation

Total Annual Coffee Equipment Management Cost - Current Approach
Total per Location

Total per Equipment Unit
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PART 2: STRUCTURED PM PROGRAM COST ESTIMATE

Use this section to build the cost estimate for a structured preventive maintenance program across the same
portfolio. These are the costs you would incur in exchange for the reactive costs you would avoid.

Section 2A: Staff-Level PM Tasks

These tasks are performed by location staff between technician visits. The costis primarily labor time rather
than materials.

Task Frequency Estimated Annual Labor Estimated Annual Labor
Time per Location Cost per Location

Daily spray head cleaning and Daily Hours: $

inspection

Weekly brew basket and contact Weekly Hours: $

surface cleaning

Monthly filter replacement and log Monthly Hours: $

update

Monthly visual inspection and shift- Monthly Hours: $

start quality check documentation

Total Staff-Level PM Labor Cost per $

Location

Total Staff-Level PM Labor Cost - $

Portfolio

Section 2B: Technician-Level PM Visits
Planned maintenance visits by a qualified service technician. Frequency should be calibrated to volume and
water hardness - not applied uniformly across all locations.

Location Tier Definition Recommended Estimated Annual
Annual Visit Cost per Visit | Technician PM
Frequency Cost

Tier 1 - High volume = Highest-volume 3-4 visits per year $ $

/ hard water locations in hard water

markets

Tier 2 - Standard Mid-volume locations 2 visits per year $ $

volume / moderate | with moderate water

water hardness

Tier 3 - Lower Lower-volume or 1-2 visits peryear $ $

volume / treated treated water locations

water
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Location Tier Assighment
Tier

Tier 1 - High volume / hard
water

Tier 2 - Standard volume /
moderate water

Tier 3 - Lower volume /
treated water

Portfolio Total

Number of Annual Technician PM Cost Total Annual Technician
Locations per Location PM Cost
$ $
$ $
$ $
$

Section 2C: PM Materials and Supplies

Item Annual Cost per Number of Total Annual
Location Locations Cost

Water filters (volume-calibrated replacement $ $

frequency)

Descaling materials (frequency calibrated to $ $

water hardness and volume)

Gaskets, O-rings, and wear components $ $

(condition-based replacement)

Cleaning products and consumables $ $

Total PM Materials Cost $

Section 2D: PM Program Administration

Item Annual Cost
Tracking and documentation system (if any cost is associated) $
PM program management time - operations leader or facility manager = $
Staff training updates on PM procedures $
Total PM Administration Cost $

Section 2E: Total PM Program Cost Summary

Cost Category

Staff-level PM labor
Technician-level PM visits
PM materials and supplies
PM program administration

Total Annual PM Program Cost

Total per Location
Total per Equipment Unit

Annual Cost
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PART 3: NET ROI CALCULATION

Section 3A: Direct Cost Savings from PM Program

Savings Category

Reduction in emergency
service calls

Reduction in major repair
costs

Basis for Estimate Annual
Savings

PM programs typically reduce emergency service frequency by $

50-70% on preventable call types

Planned component replacement prevents the more expensive $

failures that result from deferred maintenance
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Reduction in downtime Fewer emergency failures means fewer unplanned service $
revenue impact windows during peak periods

Reduction in energy cost Scheduled descaling maintains heating element efficiency - $
premium eliminating the 10-15% energy premium of scaled equipment
Equipment lifecycle Each additional year of useful life deferred from replacement $
extension value represents the annualized replacement cost for that unit

Emergency replacement Planned replacements cost 10-20% less than emergency $
premium avoided replacements under time pressure

Total Estimated Annual $

Direct Savings

Equipment Lifecycle Extension Calculation

Metric Your
Data
Average replacement cost per coffee equipment unit $

Estimated useful life under reactive management (years)

Estimated useful life under PM program (years)

Additional years of useful life PM program provides

Annual capital deferral value per unit (replacement cost / PM useful life - replacement cost / $
reactive useful life)

Number of units in portfolio

Total Annual Capital Deferral Value Across Portfolio $

Section 3B: Net Annual ROl Summary
Line Item Amount
Total annual reactive management cost (from Part 1F) $
Total annual PM program cost (from Part 2E) $
Net Annual Savings from PM Program $
Net Savings per Location $
Net Savings per Equipment Unit $
PM Program ROI (Net savings / PM program cost x 100) %
Payback Period on PM Program Investment Months

Section 3C: Three-Year Financial Comparison
Reactive Management PM Program Difference

Year 1 totalcost  $ $ $
Year 2 totalcost = $ $ $
Year 3totalcost $ $ $
3-Year Total $ $ $

Note: Year 2 and Year 3 PM program costs should reflect the compounding benefit of consistent PM execution -
equipment that has been on PM for a full year enters Year 2 in better condition, with lower emergency call
frequency and lower repair severity than Year 1.

PART 4: LEADERSHIP PRESENTATION SUMMARY

Use this section to present the PM program investment case to operations or finance leadership. Complete after
Parts 1-3 are finished.

Executive Summary Statement

"Our coffee equipment portfolio across locations is currently generating $ in annual
maintenance and management cost under our current approach - including $ in preventable emergency
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service calls, $ in downtime revenue impact, and $ in energy cost premium from under-
maintained equipment. A structured preventive maintenance program across the same portfolio is estimated to
cost $ annually. The net annual savings from implementing the PM program is estimated at $,
representing a % return on PM investment with a payback period of months. Over three
years, the PM program produces estimated cumulative savings of $ compared to continuing our current
reactive approach."

Key Financial Metrics for Leadership

Metric Value
Current annual reactive management cost $
Estimated annual PM program cost $

Net annual savings $

PM program ROI %
Payback period Months
3-year cumulative savings $
Equipment lifecycle extension (average years per unit) Years
Capital deferral value per unit per year $

Supporting Argument Points

On emergency service cost: "Of our emergency service calls in the past 12 months, an estimated %
involved conditions that preventive maintenance - specifically scheduled descaling, filter changes, and
component replacement on condition - would have prevented. That represents $ in avoidable emergency
service spend.”

On equipment lifecycle: "Coffee brewers maintained with consistent PM programs routinely achieve useful lives
of 10-15 years or longer. Equipment managed reactively typically reaches replacement territory earlier due to
accumulated wear. Extending average useful life by years across our unit portfolio defers
approximately $ in capital replacement cost annually.”

On downtime revenue: "Our unplanned coffee equipment downtime events in the past 12 months
represent an estimated $ in lost revenue during peak operating periods. APM program that reduces
emergency failure frequency by 50-70% is projected to recover approximately $ of that lost revenue
annually."

On Southeast summer conditions: "Our Southeast locations experience accelerated scale accumulation during
summer months due to high ambient temperatures and elevated brew volume. A PM program calibrated to
Southeast operating conditions - with descaling frequency and filter change intervals adjusted for actual volume
and water hardness rather than national averages - is projected to deliver the most significant cost reduction
during May through September, when emergency service is most disruptive and most expensive."

ANNUAL PM PROGRAM PERFORMANCE REVIEW
Complete once per year to confirm the PM program is delivering projected returns and update the RO/
calculation with actual results.
Year-Over-Year Performance Comparison
Metric Pre-PM Year 1 Year 2 Year 3
Baseline Actual Actual Actual

Emergency service calls - total

Emergency service calls - preventable

category

Total emergency service cost $ $ $ $
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Total planned PM cost $ $ $ $
Downtime events - total

Downtime revenue impact $ $ $ $
Average brew temperature compliance across | % % % %
portfolio

Equipment units requiring unplanned

replacement

Total Annual Management Cost $ $ $ $
Net Annual Savings vs. Baseline $ $ $
Cumulative Savings $ $ $

Present this comparison to leadership annually alongside the following year's PM program budget request. A
year-over-year record showing declining emergency service costs and stable or improving equipment condition
is the most persuasive ongoing argument for PM program continuation and investment.
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