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Introduction
Who This Guide Is For

You're facing a hydraulic cylinder failure. Production has stopped, costs are
mounting, and you need to decide whether to repair or replace the cylinder.

This guide helps maintenance managers, engineers, and procurement professionals
make informed repair-versus-replacement decisions based on real-world factors, not

just price tags.

You'll learn:

When repair makes the most economic sense

When replacement is the better long-term choice

How to evaluate total cost of ownership beyond initial quotes
The critical difference between repack and rebuild services
A practical framework for evaluating your specific situation

Who should read this:

Maintenance managers dealing with equipment failures
Engineers specifying cylinder repairs or replacements
Procurement professionals evaluating repair quotes
Operations leaders managing downtime and budget decisions

This guide is based on River Bend Industrial Solutions’ decades of hydraulic
cylinder repair experience across manufacturing, construction, municipal, and OEM
applications throughout Indiana and the Midwest.
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Section 1 When Repair is the Most Economical
Option

Hydraulic cylinder repair isn’t just about saving money. It's about keeping your
operations running when you can't afford to wait. Understanding when repair
makes sense helps you make faster, wiser decisions during equipment failures.

Lead Time Drives Half of Repair Decisions

About 50% of hydraulic cylinder repair work is due to one critical factor: time. When
a cylinder fails and your operation stops, the question isn't just “what’s cheaper?” It's
“how fast can | get back online?”

New cylinders from OEMSs often require 6-8 weeks of lead time. Professional repair
can return your cylinder to service in days, not months. For operations where
downtime costs thousands per day, faster turnaround justifies repair even when
replacement might cost less.

Real-World Scenario: The Cost of Waiting

A manufacturing plant’s press cylinder fails on Monday morning. Production stops.
Getting a replacement cylinder will take 6 weeks and cost $8,000. Repairing the
existing cylinder costs $6,500 and takes one week.

The cost difference is $1,500. But five additional weeks of downtime? That's the real
expense. In most cases, repair is the obvious choice. Not because it's cheaper, but
because waiting isn't an option.

When the Cylinder No Longer Exists

Some cylinders can’t be replaced because manufacturers discontinued them years
ago. You'll find this situation frequently in:

Legacy equipment still running production lines

Custom machinery built for specific applications

Older mobile equipment no longer supported by OEMs

Specialized industrial presses with proprietary designs

Multiple customers rely on River Bend to repair specific cylinders that simply can't
be sourced anywhere else. For these situations, repair isn't the economical option.
It's the only option.

The Stopgap Strategy: Repair While You Wait

Maintenance teams don't always choose repair OR replacement. Sometimes the
best strategy is repair AND replacement.

Here’s how it works:

1. The cylinder fails, and production stops

2. Order a replacement cylinder (6-8 week lead time)

3. Have the failed cylinder repaired quickly (basic repack)

4. Get back online within days using the repaired cylinder

5. When the new cylinder arrives, swap it in and keep the repaired unit as backup

This approach minimizes downtime while ensuring you get a new cylinder for long-
term reliability. The repaired cylinder becomes your emergency spare. Valuable
insurance against future failures.

Important Note: When using repair as a stopgap measure, communicate this clearly
to your repair provider. River Bend won't warranty stopgap repairs because both
parties understand it's a temporary fix to bridge a production gap.

Understanding What “Repair” Means

Not all repairs are created equal. The hydraulic repair industry has significant
confusion around terminology, and understanding the difference protects you from
substandard work.

Most Companies:

Advertise “cylinder rebuilding”

Actually perform basic seal replacement

Skip critical steps like barrel honing and thorough inspection
Return cylinders that may fail prematurely

River Bend’s Repack Service:

What most competitors call a “rebuild”
Includes a comprehensive service that other shops skip
Delivers reliable performance at the basic service level

When River Bend performs a true rebuild, you're getting a remanufactured cylinder
returned to factory condition, a significantly higher standard than
industry-typical “rebuilds.”
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Section 2 When Replacement Is the Better
Long-Term Choice

Repair makes sense for most cylinders, but in some cases, replacement is necessary.

Recognizing these scenarios saves you from throwing money at cylinders that
should be retired.

Can Welded Cylinders Be Serviced?

Many mobile equipment manufacturers use welded cylinder construction. These
cylinders cannot be easily disassembled for repair. The barrel and end caps are
permanently welded together, making it impossible to replace the seal and perform
internal servicing.

You’ll commonly find welded cylinders in:

Compact construction equipment
Agricultural machinery

Some material handling equipment
Lower-cost mobile applications

When a welded cylinder fails, replacement is typically your best option** The good
news? These cylinders are typically designed for replacement rather than repair,
making new units readily available at reasonable prices.

**Exception: When a new cylinder is not available or won't arrive in a timely
manner, River Bend’s expertise makes this type of repair an option.

Throwaway Parts Designed for
Replacement

Some hydraulic cylinders fall into the
“throwaway” category: low-cost parts for
which replacement makes more sense than
repair. These typically cost around $100 or less
and are readily available from suppliers.

Think of these like printer cartridges. The
economics of repair don't work when the part
is inexpensive, and replacement is immediate. Your time and downtime cost more
than the new cylinder.

When Damage Exceeds Economical Repair

Hydraulic cylinders are relatively simple machines with limited components.
However, severe damage can push repair costs beyond what makes sense.

Certain damage patterns signal replacement:

Catastrophic Barrel Damage: When the cylinder barrel is severely scored, cracked,
or corroded beyond what can be machined smooth, you're looking at barrel
replacement. At this point, you're essentially rebuilding the entire cylinder around a
salvaged rod (if that's even in good condition).

Extensive Component Replacement: When repair requires replacing the rod,
machining a new barrel, and replacing all seals and bearings, you've crossed
into “remanufacturing” territory. The costs and lead times may rival those of
replacement, especially for standard cylinder sizes.

Obsolete Seal Configurations: Some older cylinders use seal configurations no

longer manufactured. Custom seal fabrication is possible, but expensive. If the
cylinder also needs machining work, replacement often makes more sense.

Making the Call

Unless you're dealing with welded construction or throwaway parts, repair remains
viable for most cylinders. The question becomes whether repair or replacement
makes better economic sense for your specific situation.

This decision requires evaluating multiple factors together, not just one in isolation.

9
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Section 3 The Four-Factor Decision Framework

Factor 1: Repair Cost

What will it cost to return this cylinder to reliable service? This includes parts, labor, and
any necessary machining or component replacement.

Repair costs typically fall within ranges based on the required work, but many factors
affect the final price, including cylinder size, extent of damage, component availability,
and required machining tolerance.

Factor 2: Downtime Cost

What does equipment failure cost your operation per day or per week? This calculation
varies across industries and applications.

A press cylinder failure in a high-volume manufacturing plant could cost $10,000 to
$50,000 per day in lost production. A municipal equipment cylinder might cost a few
hundred dollars per day in rental fees and overtime.

Calculate your specific downtime cost by considering: 13x20=

Lost production value 2 60
Labor costs (idle workers, overtime for catch-up)
Contractual penalties for missed deliveries
Customer relationship damage

Rush fees for alternative solutions

When a welded cylinder fails, replacement is typically your best
option. The good news? These cylinders are typically designed
for replacement rather than repair, making new units readily
available at reasonable prices.

When downtime costs are high, faster repair turnaround justifies
higher repair costs or even premium rush service fees.

Use Our Cost of Downtime & ROI Calculator

10

Factor 3: Availability

Is a replacement cylinder available? Can you source it from the OEM, aftermarket
suppliers, or surplus dealers?

For obsolete equipment, discontinued models, or custom cylinders, availability may
be severely limited or nonexistent. This makes repair the only viable option regardless
of cost.
Even for current production equipment, availability issues arise from:

Supply chain disruptions affecting OEM production

Specialized cylinder configurations with limited suppliers

Custom mounting or connection specifications
Metric-based cylinders with limited domestic availability

Factor 4: Lead Time
How quickly can you get a replacement cylinder compared to the repair turnaround?

As mentioned earlier, OEM replacement often requires 6-8 weeks. Repair services
typically operate on much shorter timelines. Sometimes days instead of months.

Lead time becomes the deciding factor when:
Downtime costs are substantial
No backup equipment is available

Production schedules cannot accommodate extended outages
Customer commitments create time-sensitive deadlines

N
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Balancing the Four Factors

These factors interact. Rarely will all four point toward repair or replacement. More
often, you'll need to weigh trade-offs:

Scenario A: Low repair cost, high downtime cost, long lead time

Repair is almost always the right choice. Get back online fast and minimize downtime.

Scenario B: High repair cost, low downtime cost, short lead time
Replacement often makes more sense. Take the time to install a new cylinder for
better long-term reliability.

Scenario C: Moderate repair cost, moderate downtime cost, cylinder unavailable
Repair is your only option. Focus on getting the repair done right rather than fast.

Scenario D: Repair and replacement costs similar, moderate lead time

Consider the stopgap strategy: repair now, order a replacement, swap it out when
it arrives.

Quality Expectations: What Repair Delivers

Understanding what you're getting from repair affects your decision-making.
Professional Rebuild = Remanufacturing

When River Bend performs a complete rebuild, the cylinder returns to factory
condition. All wear parts are replaced, all machining tolerances are restored, and
performance matches new equipment.

By the time rebuild work is complete, the cylinder functions like new. You're not
getting a “patched-up” component. You're getting remanufactured equipment at a
fraction of replacement cost.

Repack = Comprehensive Preventive Service

Even basic repack service includes work that many shops skip: thorough cleaning and

preparation, precision inspection, and comprehensive testing. This isn't a quick swap.
It's comprehensive preventive maintenance that significantly extends cylinder life.

12

Warranty Considerations

Warranty coverage varies by service level and affects your total cost of ownership.

Rebuild Work: Carries warranty coverage because the cylinder has been returned
to factory specification. The warranty protects against premature failure due to
workmanship or parts.

Repack Work: Typically carries a warranty unless all recommendations impacting
performance have not been accepted.

Stopgap Repairs: No warranty applies when both parties understand the repair is
temporary, just enough to keep equipment running until replacement arrives.

Understanding warranty coverage helps you evaluate the true cost difference
between repair and replacement.

Long-Term Planning

The best repair versus replacement decisions consider not just the immediate
situation, but also:

Remaining Equipment Life

If the machine housing this cylinder will be retired in 12 months, spending heavily
on cylinder replacement makes little sense. Repair to extend life through the
equipment’s planned retirement.

Building Backup Inventory
Some operations keep spare cylinders on hand to eliminate downtime during
failures. Your current repair decision might support this strategy in two ways:

First, you could repair the failed cylinder now to get back online quickly, then order a

replacement cylinder to arrive later. When the new cylinder is installed, the repaired
unit becomes your spare, ready for the next emergency.

13
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Second, if you choose immediate replacement and the failed cylinder is repairable,
having it rebuilt creates a backup. The cost of repair may be justified by the value of

having a spare available when the next failure occurs.

Either approach turns your current problem into future protection against downtime. i

Maintenance Program Maturity o

Operations with strong preventive maintenance programs may catch cylinder issues X - Z ‘

early, making repack service more common. Reactive maintenance programs typically Z 2 . +
involve more extensive damage that requires rebuild-level work. S <

Budget Cycles W ﬁ

Capital equipment purchases (replacement cylinders) may come from different budget

categories than repair expenses. Understanding your organization’s financial structure 00+ (12)

can affect timing and decision-making.

Typical Repack Service:

1. Total Disassembly: The cylinder is completely taken apart for thorough
inspection and service.

2. Cleaning and Inspection: All components are cleaned and measured against
specifications. This inspection identifies issues beyond seal wear, including rod
damage, barrel scoring, bearing wear, and component fatigue.

3. Rod Polishing: The cylinder rod is polished to restore a smooth surface finish. This
prevents premature seal wear and ensures leak-free operation.

4. Barrel Cleaning and Preparation: The barrel interior is thoroughly cleaned and
prepared to ensure proper seal performance and leak-free operation.

5. Piston and Gland Inspection: These components are measured for wear and

o o o ° o damage. If within tolerance, they're reused. If worn, they're replaced.
seCtlon 4 UnderStandlng Your Repalr optlons' 6. New Seal Installation: All seals are replaced with quality components matched to
RepaCk vs. RebuildFramework your operating conditions and fluid compatibility. o

7. Lubrication: Proper lubrication during assembly prevents damage during initial

. - . . . . startup.
The hydraull§ repair industry creates confusion by using inconsistent terminology. Qne 8. Reassembly: The cylinder is reassembled with proper torque specifications and
shop's “rebuild” is another shop’s “repack.” Understanding what you're actually getting assembly procedures.
protects you from substandard work and helps you make informed decisions. 9. Pressure Testing: Every cylinder is pressure tested to verify performance before
leaving the facility. This isn’t a visual inspection. It's pressure testing under

What a Repack Includes controlled conditions.

10. Identification and Documentation: Each cylinder receives an identifying number
River Bend’s repacking service provides comprehensive cylinder maintenance, which for tracking and service history. This enables better maintenance planning for
most competitors advertise as cylinder “rebuilding” or “repaid.” future service.
This is River Bend's baseline service. It's not a quick seal replacement. It's preventive This is River Bend’s baseline service. It's not a quick seal replacement. It's preven-
maintenance that addresses wear before it causes failure. tive maintenance that addresses wear before it causes failure.
14 15
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What a Rebuild Includes

Rebuild service goes beyond preventive maintenance to remanufacturing. When River
Bend rebuilds a cylinder, it returns to factory condition, with all components restored to
their original machining tolerances.

Complete Rebuild Service Includes Everything in Repack, Plus:

Component Replacement: Worn or damaged components are replaced, not just
serviced. This may include:

Piston replacement due to wear or damage

Gland replacement for seal surface restoration

Bearing replacement for load-carrying components
Wear ring replacement for alignment and support
Cylinder painted and prepared for installation or pickup

Rod Work: Beyond polishing, rebuild-level rod work addresses damage:
Rechroming worn or damaged rod surfaces
Precision grinding to restore dimensional accuracy
Hard chrome plating for wear and corrosion resistance

Barrel Machining: Extensive barrel work restores internal dimensions:
Precision machining to remove scoring and restore finish
Dimensional restoration within original tolerances

Surface finishing for optimal seal life

Remanufacturing Standard: By completion, every component meets or exceeds original
factory specifications. The cylinder doesn't just “work.” It performs like new equipment.

The Critical Difference

Repack addresses normal wear. It's preventive maintenance that extends cylinder
life and prevents premature failure. Think of it like changing oil and filters: an essential
service that keeps equipment running reliably.

Rebuild addresses damage and restores factory condition. It's a corrective action that

returns worn or damaged cylinders to the original specification. Think of it like engine
rebuilding: comprehensive work that returns components to like-new performance.

16

Understanding the Difference Through Analogy
Think of hydraulic cylinder repair like automotive brake service:

Repack = Replacing brake pads and shoes: Normal maintenance addressing wear
items before they damage other components.

Rebuild = Replacing pads, shoes, AND rotors: When you've run the brakes too hard for
too long, and the rotors are too scarred to machine smooth. You're replacing all the wear
components plus fixing the damage caused by deferred maintenance.

Replacement = New brake assembly: When the damage extends beyond rotors to
calipers, lines, or the entire system. Sometimes starting fresh costs less than
rebuilding everything.

Industry Terminology Confusion

Most hydraulic repair shops advertise “cylinder rebuilding” when they're performing
what River Bend calls a repack: basic seal replacement without the comprehensive
service or remanufacturing standards.

Rod Work:

Disassemble cylinder
Replace seals
Reassemble cylinder
Maybe test it

What's Often Missing:

Thorough barrel cleaning and preparation
Rod polishing and surface restoration
Precision measurement and documentation
Component wear inspection and replacement
Systematic quality control

River Bend’s Repack: Includes all the work competitors skip, delivering reliable
performance at the basic service level.

River Bend’s Rebuild: Remanufacturing that returns cylinders to factory condition, a
higher standard than what most shops call “rebuilding.”

17
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Why This Matters for Your Decision

Understanding service levels helps you evaluate quotes from different repair providers.

A low-cost “rebuild” from one shop may deliver less than River Bend’s repack service.
When comparing repair options:
Ask Specific Questions:

Is barrel cleaning and preparation included or optional?

Do you polish rods or just replace seals?

What inspection and measurement procedures do you follow?
What testing is performed before return?

What documentation is provided?

Understand What You're Getting: Make sure the repair quote includes the work
necessary for reliable performance, not just the minimum required to hold
pressure temporarily.

When Each Service Makes Sense
Repack is Appropriate When:

Cylinders are in good overall condition

Failure is due to normal seal wear

Regular maintenance has prevented component damage
Visual inspection shows no rod or barrel damage
Operating as part of a preventive maintenance program

Rebuild is Required When:

Components show wear beyond normal seal degradation

Rod shows scoring, pitting, or chrome loss

Barrel has scoring requiring extensive machining

Piston or gland components are worn beyond tolerance

Previous repairs or service were inadequate

Extended service without maintenance caused additional damage

Your repair provider should recommend the appropriate service level after inspection
and measurement. If quotes seem unusually low, question what work is included.

18

Making Confident Repair Decisions

The repair versus replacement decision is rarely simple. It involves balancing cost,
downtime, availability, and lead time while understanding what you're getting from
repair services.

Key takeaways from this guide:

Lead time drives half of all repair decisions. When OEM replacements take 6-8 weeks,
and repairs take days, the time advantage often outweighs cost differences, especially
when downtime is expensive.

Not all repairs are equal. Understanding the differences between repack and rebuild
helps you avoid substandard work and evaluate quotes accurately..

Four factors determine the best decision. The repair cost is just one piece. Downtime
cost, cylinder availability, and lead time often matter more than the price difference
between repair and replacement.

The stopgap strategy provides flexibility. You don't always have to choose repair OR
replacement. Repairing now while ordering a replacement gives you immediate relief
and long-term reliability.

Welded cylinders and throwaway parts have limited options. Some cylinders simply
can't be repaired economically, but these represent exceptions. Most cylinders remain
viable repair candidates.

When to Get a Professional Assessment
If you're facing any of these situations, professional inspection helps clarify your options:

Severe or extensive visible damage
Multiple previous repair failures

Harsh or demanding operating conditions
Safety-critical applications

Uncertainty about the best path forward

River Bend Industrial Solutions provides thorough inspection and honest assessment.
We'll recommend repair when it makes sense and replacement when it doesn't.

19
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Next Steps

Schedule a Cylinder Inspection: Bring your failed cylinder to any River Bend location for
professional evaluation. We'll assess damage, provide a detailed repair scope, and give
you accurate cost and timeline estimates.

Get a Repair Quote: Contact our team with cylinder specifications and failure
symptoms. We'll provide a detailed quote, including scope of work, turnaround time,
and warranty coverage.

Discuss Your Situation: Every operation is different. Talk with our experienced

technicians about your application, operating conditions, and business requirements.
We'll help you make the decision that’s right for your situation.

River Bend

INDUSTRIAL SOLUTIONS

About River Bend Industrial Solutions
Our hydraulic repair services include:

Complete cylinder rebuilding and remanufacturing
Comprehensive repack and preventive maintenance
Rod rechroming and precision machining
Emergency and rush repair services

On-site assessment and technical consultation

We're authorized repair partners for Enerpac and Power Team, with decades of
experience servicing Parker, Rexroth, Ortman, and cylinders from major mobile
equipment manufacturers, including Bobcat, Caterpillar, and John Deere.
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