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Forklift Repair or Replace 

USE THIS ASSESSMENT WHEN:

A forklift develops a major mechanical or electrical problem.
Breakdowns are becoming more frequent or expensive.

Downtime is affecting production, shipping or labor costs.
A unit no longer fits the application or current safety expectations.
Several aging forklifts may require a coordinated replacement plan.

HOW TO USE Complete one assessment per forklift. Start with the safety screen, score both repair and 
replacement factors, calculate the hidden cost of downtime, then review the decision 
guide. Use the fleet review before replacing multiple units individually.

ASSESSMENT
A practical decision tool for fleet, facilities, and operations managers. 

800-873-1828
LTSMH.COM
INFO@LTSMH.COM Serving Central and East Texas
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STEP 1 

Immediate Safety Screen
If any item below is checked, remove the forklift from service until it is inspected 

A steering, braking, mast, chain, fork, hydraulic, tire or stability-related problem is present.
There is structural damage to the frame, mast, overhead guard, counterweight or operator compartment.
The forklift was involved in a collision, tip-over, falling-load incident or major impact.
There is evidence of an electrical fire, overheating, leaking fuel, battery damage or damaged high-voltage 
components.
A technician or operator has reported that the forklift is unsafe to operate.
The forklift cannot pass its required pre-shift inspection.

Repair-versus-replacement decisions come after the forklift has been made safe. A low repair cost never 
justifies operating unsafe equipment. 

FORKLIFT INFORMATION

Forklift ID / unit number

Make and model

Serial number

Year manufactured

Power type Electric / LPG / Gas / Diesel

Capacity / lift height

Current operating hours

Average hours used per week

Primary application / shifts

Current problem

Estimated repair cost $

Suitable replacement cost $

Market or trade-in value $



LTS MATERIAL HANDLING | FORKLIFT REPAIR OR REPLACE ASSESSMENT PAGE 3

STEP 2A 

Keep and Repair Score
Check every statement that applies and add the points in the right-hand column.

Equipment condition

The forklift has been properly maintained and has complete service records. +2

The frame, mast, overhead guard and counterweight are structurally sound. +2

The current problem is isolated and not part of a pattern of repeated failures. +2

Major drivetrain, electrical and hydraulic systems are otherwise in good condition. +2

The forklift has no significant corrosion, accident damage or heat damage. +1

Repair value

The repair estimate is less than 20% of a suitable replacement cost. +3

The repair should provide at least two more dependable years of service. +3

Parts are readily available and supported by the manufacturer or dealer. +2

The repair includes an acceptable parts-and-labor warranty. +1

The repair can be completed without unacceptable operational disruption. +2

Application fit

Capacity, lift height, mast, tires, attachments and power source still fit the job. +3

The application has not changed significantly since the forklift was purchased. +2

The forklift meets current safety, productivity and operator-comfort expectations. +2

Energy or fuel consumption is reasonable for the workload. +1

KEEP AND REPAIR TOTAL ________ / 29
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STEP 2B 

Replace Score
Check every statement that applies and add the points in the right-hand column.

Reliability and repair history

The forklift has experienced repeated breakdowns during the past 12 months. +3

The same component or system has failed more than once. +3

Repair costs have increased each year. +2

The forklift requires frequent unscheduled service calls. +3

One major repair is likely to be followed by other significant repairs. +3

Service records are missing or preventive maintenance has been inconsistent. +1

Cost and downtime

The repair estimate exceeds 40% of a suitable replacement cost. +4
Past 12-month repair costs exceed the forklift's current market value. +4

Downtime is causing overtime, delays, rentals, missed shipments or lost production. +4

A backup or rental unit is regularly needed to keep production moving. +2

Replacement would significantly reduce maintenance, fuel or energy expense. +2

The forklift has little remaining trade-in or resale value. +1
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STEP 2B - CONTINUED

Replace Score
Age, hours and support

The forklift has high operating hours for its age and application. +2

Major components are approaching expected overhaul or replacement intervals. +3

Parts are obsolete, expensive, backordered or difficult to locate. +3

Few technicians are familiar with the model. +2

The manufacturer no longer provides strong parts or technical support. +3

Safety and operational fit

The forklift is no longer well suited to the application. +4

Capacity, lift height, attachment, aisle width or tire requirements have changed. +3

The forklift lacks safety or productivity features available on newer equipment. +2

Operators report poor visibility, difficult controls, vibration or fatigue. +2

Emissions, noise or ventilation requirements create operational concerns. +2

REPLACE TOTAL ________ / 66

KEEP AND REPAIR REPLACE

________ / 29 ________ / 66
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STEP 3 

Operational Impact
Capture the costs and disruptions that do not appear on the repair invoice.

Unplanned breakdowns in 
past 12 months

Total operating hours or shifts 
lost
Estimated cost of one 
downtime hour $

Annual downtime cost Downtime hours x hourly impact = $

What happens when this forklift is unavailable?

Production slows or stops.
Employees wait for equipment.
Another forklift must be reassigned.
Overtime is required.
A rental forklift is needed.
Shipments or customer commitments are delayed.
There is little operational impact.

Productivity indicators

The forklift is slower than comparable units doing the same work.
Operators avoid it when another forklift is available.
Battery, fuel, overheating or charging issues prevent completion of a shift.
It cannot safely handle current loads or attachments.
It creates congestion because it is poorly matched to the aisle or facility.
Operator complaints have increased.
A newer unit could eliminate steps, reduce travel or increase throughput.
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STEP 4 

Repair Economics
Use total annual operating cost - not only the current repair estimate.

Cost category Annual cost

Preventive maintenance $

Unscheduled repairs $

Tires and wear items $

Batteries, chargers, fuel or energy $

Rentals or temporary replacements $

Downtime and lost productivity $

Overtime caused by equipment problems $

ESTIMATED ANNUAL TOTAL $

COST PER OPERATING HOUR

(Annual maintenance + repair + rental + downtime costs) / Annual operating hours

Current forklift cost per hour $

Estimated replacement cost 
per hour $

Difference per hour $

Expected annual savings from 
replacement $

Repair-payback questions

Current repair cost $

Expected dependable life 
added _____ months

Other likely repairs during that 
period $

Estimated value after the 
repair $

Does this repair extend useful 
life or only delay replacement?
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STEP 5

Fleet-Level Review
A problem forklift may be a symptom of a larger fleet issue. Check all that apply.

Multiple forklifts are experiencing similar failures.
Several fleet units are approximately the same age.
Maintenance expenses are rising across the fleet.
The facility relies heavily on rentals or backup units.
Some forklifts are heavily utilized while others are rarely used.
The fleet contains too many makes, models, battery types, chargers or parts systems.
Forklifts are being used outside their intended applications.
The PM schedule is based on time rather than actual usage or operating conditions.
Operator-caused damage is recurring.
Service records are incomplete or spread among different systems.
The operation has changed since the fleet was originally specified.
New equipment could allow the company to reduce its total forklift count.

If several boxes are checked, complete a fleet utilization and maintenance review before replacing 
units one at a time.

DECISION GUIDE

Finding Recommended direction

High repair score; low replacement 
score Repair and continue operating.

Repair is inexpensive and failure is 
isolated Repair, then monitor performance.

Scores are close Obtain a second inspection and compare 3- to 5-year costs.

Replacement score is clearly higher Begin replacement planning.

Capital is unavailable Consider lease, rental, phased replacement or a short-term repair.

Safety, structural integrity or fit is 
questionable Remove from service; replace or obtain a higher-level evaluation.

Several units show similar problems Complete a fleet-wide assessment before purchasing.
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STEP 6

Final Recommendation
Use the scores, safety findings, downtime impact and future application requirements together.

Keep operating with normal maintenance.
Complete the repair.
Complete the repair and reassess in 3-6 months.
Repair temporarily while ordering a replacement.
Replace immediately.
Reassign the forklift to a lighter-duty application.
Trade, sell or retire the forklift.
Conduct a full fleet study before deciding.

Reason for recommendation

Approved budget $

Target repair/replacement 
date

Decision made by

Technician or dealer consulted

Date

PRACTICAL SCREENING GUIDELINES

REPAIR BELOW 20% Repair deserves serious consideration if the unit is otherwise dependable.

REPAIR 20%-40% Compare age, hours, downtime, future repairs and application fit.

REPAIR ABOVE 40% Replacement deserves strong consideration, especially when reliability is declining.

REPEATED BREAKDOWNS Replacement may be justified even when the repair percentage is relatively low.

POOR FIT OR SAFETY 
CONCERN Cost should not be the deciding factor.

A GOOD DECISION LOOKS BEYOND THE REPAIR BILL

The best choice balances safety, reliability, downtime, operating cost, application fit and the remaining 

Screening percentages are general planning guidelines, not manufacturer limits. Actual decisions should consider the 
specific truck, duty cycle, environment and business impact.


