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Extended PM ROI Blueprint Model

A Practical Internal Justification Toolkit for Facility Managers

How to Use This Blueprint
This document is designed to help you structure an internal conversation about upgrading from minimal
preventive maintenance to extended-scope PM. It gives you:
e Aconversation framework
e Financial comparison prompts
e Risk modeling structure
e Talking points tailored for finance
e Astep-by-step internal rollout approach
This is not theory. This is a meeting guide.

PART 1 — Define the Current State

Before you justify extended PM, you must understand your baseline.
Answer these internally:

1. How many emergency HVAC calls did we have last year?

2. How many were after-hours?

3. How many were repeat failures?

4. What is our average repair spend per site?

5. How many units were replaced earlier than expected lifecycle?
If you cannot answer these, start gathering that data.
You cannot build an ROI case without a baseline.

PART 2 — Identify Financial Leakage
Extended PM is about reducing leakage. Use this structure:

Leakage Area 1: Emergency Volatility
Ask:
e Are repair costs evenly distributed throughout the year?
e Ordo they spike during peak seasons?
Finance Concern: Unpredictable spikes create budget instability.
Blueprint Framing: Extended PM smooths expense volatility.

Leakage Area 2: Energy Drift
Ask:
e Have utility costs steadily increased year-over-year?
e Have units been verified for airflow and coil cleanliness beyond filter changes?
Finance Concern: Rising operating expense without clear cause.
Blueprint Framing: Extended PM restores efficiency before degradation compounds.

Leakage Area 3: Capital Acceleration
Ask:
e Are compressors failing before expected lifecycle?
e Are replacements reactive instead of planned?
Finance Concern: Unexpected capital acceleration disrupts planning.
Blueprint Framing: Extended PM reduces mechanical stress and protects capital timelines.
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PART 3 — The Risk Reduction Model

In your meeting, use this formula:
Risk = Probability x Impact
Minimal PM: Higher probability
Higher impact
Extended PM: Lower probability
Lower impact
More controlled timing
Do not promise zero breakdowns. Promise lower exposure. Finance understands exposure reduction.

PART 4 — Cost Comparison Structure

Instead of comparing PM contract prices, compare:
Minimal PM Model: Lower scheduled cost
Higher emergency cost
Higher volatility
Higher stress on assets
Extended PM Model:  Higher scheduled cost
Lower emergency frequency
Lower capital acceleration
More predictable budgeting
This reframes the discussion from price to total ownership cost.

PART 5 — Finance-Ready Talking Points

Use language leadership understands:
e  “We are not increasing maintenance cost. We are reducing failure probability.”
e “We are not adding scope. We are protecting asset life.”
e  “We are not upgrading service. We are stabilizing repair volatility.”

Keep the language disciplined and structured.

PART 6 — Implementation Plan

To reduce resistance:

1. Start with high-risk sites.

2. Track emergency frequency.

3. Monitor repeat failures.

4. Compare repair volatility year-over-year.

5. Present measurable stability improvements.
This converts opinion into data.

Final Positioning Statement

Extended-scope PM is not a premium add-on. It is a risk-mitigation strategy that reduces lifecycle cost,
stabilizes operating budgets, and protects capital assets. Minimal PM keeps equipment functional. Extended PM
keeps financial exposure controlled.
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