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According to research from the AED Foundation, the industry may need to fill as many as 73,500 heavy 
equipment technician positions over the next several years. Additionally, 95% of industry respondents report a 
skills gap, while 89% report an active shortage of qualified workers within their organizations. The industry’s job 
opening rate is approximately three times the national average.

The heavy equipment industry is facing a workforce challenge that can no 
longer be viewed as a future concern. It is a current operational constraint 
impacting service organizations across North America and around the globe.

The challenge extends beyond recruiting. It 
represents a growing knowledge continuity crisis. As 
experienced technicians retire, decades of expertise 
leave with them. At the same time, equipment is 
becoming increasingly complex, incorporating 
advanced electronics, software, hydraulics, telematics, 
and automation systems.

To remain competitive, OEMs and 
equipment manufacturers must evolve 
from experience-dependent service models 

toward knowledge-enabled service ecosystems that 
provide technicians with the information they need, 
when and where they need it.

THE CONSEQUENCES ARE SIGNIFICANT:

REPORT AN ACTIVE 
SHORTAGE OF QUALIFIED 
WORKERS WITHIN THEIR 
ORGANIZATIONS89%

Increased equipment downtime

Longer repair cycles

Rising service costs

Inconsistent repair quality

Reduced customer satisfaction and loyalty
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WHERE TRADITIONAL 
APPROACHES FALL SHORT
Many organizations continue to address the 
problem using approaches that were designed for a 
different era.

Traditional service models rely heavily on:
 Classroom-based training

 Static PDF manuals

 Informal mentoring

 Tribal knowledge

 Disconnected service bulletins

These approaches struggle to scale in today’s 
environment.

A technician troubleshooting a machine in the field 
cannot afford to search through hundreds of pages 
of documentation or wait for access to a senior 
expert. Most organizations are attempting to 
solve a digital problem with analog tools.

THE RISE OF THE  
SUPPORTED TECHNICIAN
Historically, service organizations depended on 
the “expert technician.” Tomorrow’s service 
organizations will depend on the “supported 
technician.”

Modern technicians need:
 Step-by-step digital work instructions

 Interactive troubleshooting guidance

 Mobile-first access to information

 Contextual diagnostics

 Embedded learning resources

 Real-time updates

The goal is not to replace expertise. The goal is to 
make expertise accessible to every technician.

When knowledge becomes available at the point 
of need, organizations can accelerate onboarding, 
improve repair consistency, and reduce dependence 
on a shrinking pool of senior personnel.

THE PERFECT STORM
Several forces are converging simultaneously:
• Aging technicians approaching retirement

• �Declining participation in skilled trades programs

• Increased machine complexity

• Growing global equipment fleets

• Higher customer expectations for uptime

• �Competition for skilled labor from automotive, 
 aerospace, energy, and manufacturing industries

The industry’s challenge is not simply 
a labor shortage. It is a knowledge 
transfer problem.

Organizations have historically relied on a 
relatively small group of highly experienced 
technicians to diagnose issues, train new 
employees, and solve complex service challenges. 
As these experts leave the workforce, much of 
that knowledge leaves with them. 

THE HIDDEN COST  
OF THE SKILLS GAP
The most damaging impacts of the technician 
shortage often remain invisible on financial 
statements.

Knowledge gaps frequently result in:
• Increased Mean Time To Repair (MTTR)

• Longer diagnostic cycles

• Greater dependence on senior technicians

• Inconsistent repair outcomes across regions

• Higher warranty and repeat repair costs

• Reduced equipment availability for customers

Research conducted by industry organizations 
suggests technician shortages are already costing 
the equipment industry billions annually through 
lost productivity, delayed service, and reduced 
operational efficiency.

For OEMs, every additional hour spent 
diagnosing or repairing equipment directly 
impacts customer uptime, dealer performance, 
and aftermarket profitability.
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Traditional service 
organizations depend on 

individual experience.

FROM EXPERIENCE-BASED TO KNOWLEDGE-BASED SERVICE

BUILDING KNOWLEDGE 
CONTINUITY
The most successful service organizations are 
actively capturing expertise before it disappears.

This includes:
• Converting tribal knowledge into structured content

• Standardizing troubleshooting logic

• Connecting engineering information to service procedures

• Creating reusable content components

• Establishing centralized content governance

Organizations that invest in 
knowledge continuity today will  
be significantly better positioned  
to navigate the technician  
shortage tomorrow.

Knowledge-based service 
organizations depend on 
structured information.

This shift requires organizations to move beyond document management 
and toward knowledge management.

Instead of creating information repeatedly, organizations create knowledge once and deploy it everywhere.

Reuse 
information 
across products 
and platforms

Standardize 
procedures 
globally

Deliver 
consistent service 
experiences

Reduce 
duplication and 
maintenance 
effort

Accelerate 
updates across 
entire product 
families

Structured content models enable organizations to:
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Modern service organizations require more than better manuals.  
They require connected information ecosystems.

These environments bring together:
• Technical manuals

• Diagnostics

• Parts information

When information is connected, technicians spend less time 
searching and more time solving problems.

Emerging technologies such as AI-assisted troubleshooting will 
further improve technician effectiveness, but only when built upon 
accurate, structured, and governed information.

The future is not simply better content. It is connected content.

THE ROLE OF DIGITAL  
SERVICE ECOSYSTEMS

GETTING 
STARTED
Organizations looking to 
strengthen service readiness 
should focus on six key steps:

1 
Assess current service 
information maturity

2 
Identify knowledge gaps and 
high-risk product lines

3 
Structure and modularize 
service content

4 
Centralize and digitize 
information assets

5 
Integrate service content with 
training and diagnostics

6 
Scale across products, regions, 
and service networks

Small, focused improvements 
often generate significant 
gains when applied across 
global fleets and dealer 
networks.

BUSINESS IMPACT
Organizations that embrace knowledge-enabled service models can 
expect meaningful operational improvements:
• Faster technician onboarding

• Improved first-time fix rates

• Reduced dependency on senior experts

• Greater repair consistency

Perhaps most importantly, these organizations create a scalable service 
model capable of supporting growth despite ongoing labor constraints.

• Service procedures

• Training resources

• Engineering data

• Improved equipment uptime

• Increased customer satisfaction

• Stronger aftermarket profitability
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ABOUT ONEIL
For more than 75 years, ONEIL has helped manufacturers, OEMs, and 
service organizations transform complex technical information into 
structured, accessible knowledge that improves service performance, 
accelerates onboarding, and supports the entire product lifecycle.

LEARN MORE AT ONEIL.COM

REQUEST A KNOWLEDGE READINESS ASSESSMENT

73.5k
heavy equipment 
technician positions may 
need to be filled in the 
coming years.

95% 
of industry 
respondents report 
a skills gap. 

89% 
report a shortage of 
qualified workers. 

Technician shortages are 
estimated to cost the 
industry billions annually 
in lost productivity and 
service delays.

INDUSTRY 
SNAPSHOTCONCLUSION:  

KNOWLEDGE READINESS AS  
A COMPETITIVE ADVANTAGE
The technician shortage is not a temporary labor cycle.

It is a structural industry shift.

The organizations that thrive will not be those that simply 
hire more technicians. They will be the organizations that 
systematically capture, manage, and deliver knowledge at scale.

As equipment becomes more sophisticated and experienced 
workers become harder to replace, service excellence will 
increasingly depend on information architecture as much as 
technical capability.

In the years ahead, competitive advantage will belong to 
organizations that can transform expertise into accessible, 
connected, and actionable knowledge.

Because in heavy equipment service, machines don’t slow 
organizations down. Information does.
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