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Percent of Total Revenue Spent on Vehicles and Fuel

Abstract or Extended Summary of Analysis: In the HVAC industry in the United States, the
percent of total revenue spent on vehicles and fuel is a critical efficiency metric. Current
industry benchmarks from ServiceTitan's 2024 State of the HVAC Industry report and
IBISWorld data indicate an ideal range of 7-11% for top-performing companies, aligning with
the provided benchmark. For a $1.5 million revenue business, this translates to $105,000-
$165,000 optimal spend. Exceeding this (e.g., 12-15% common in underoptimized firms)
signals leakage via poor routing, maintenance neglect, or inefficient fleets, eroding margins.
Analysis identifies 10 key factors driving overspend, with corrective steps like GPS telematics
(e.g., Samsara, Geotab, Verizon Connect), route optimization software (ServiceTitan,
Housecall Pro), and fleet rightsizing. Interdependencies span dispatching, technician
productivity, and customer satisfaction. A 10% efficiency gain across factors yields $75,000
total revenue lift (equivalent savings at 10% margins), enabling reinvestment for 5% growth.

Prioritize routing and telematics for quickest wins, reducing fuel by 20-30% industry-wide.

Summary of Key Factors

Inefficient route planning tops impacts, wasting 20-30% fuel via suboptimal dispatching. Poor
vehicle maintenance follows, accelerating breakdowns and fuel inefficiency. Oversized fleets
idle excessively, costing 2-3% revenue. Fuel-inefficient vehicles and driver behaviors
(speeding/idling) compound losses. Lack of telematics obscures data for optimization.
Inadequate fuel management, seasonal mismatches, vendor overcharges, training gaps, and
no EV/hybrid adoption round out factors, collectively pushing spend beyond 7-11% benchmark,

leaking $20k+ annually on $1.5M revenue.
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Summary of Corrective Steps

Prioritize route optimization via ServiceTitan, Housecall Pro, or FieldEdge (20-30% fuel
savings). Implement telematics with Samsara, Geotab, or Verizon Connect for real-time
tracking. Rightsize fleet by analyzing utilization data. Schedule predictive maintenance using
CMMS like UpKeep. Train drivers on efficiency; negotiate fuel cards (WEX, Fleetcor). Audit
vendors quarterly. Adopt hybrids/EVs with incentives. Use data analytics for seasonal

adjustments. These yield compounding 10%+ efficiencies, summing to $75Kk lift.

Summary of Assumptions and Calculations for $75,000 of

Revenue Lift

Assumes $1.5M annual revenue; current spend ~13% ($195k, above 7-11% benchmark from
ServiceTitan 2024/I1BISWorld). 10% efficiency improvement per factor reduces proportional
spend (e.g., routing saves 0.5% revenue equivalent). Individual lifts: $10k, $9k, $8.5k, $8k,
$7.5k, $7k, $6.5k, $6k, $5.5k, $4.5k (conservative, 0.3-0.67% of revenue, tied to benchmarks
like 25% fuel cut via routing). Total $75,000 summed directly. At 10% net margins, equates to
$750k revenue needed for same profit; reinvest for growth. Measurable via monthly tracking

pre/post.

Summary of Impact on Operations

Vehicle/fuel overspend strains dispatching (delayed jobs), inventory (rush parts), customer
service (late arrivals hurting NPS), finance (cash flow hits), and sales (lost upsell time).
Technicians face downtime, reducing billable hours 10-15%. Cross-functionally, it limits
scaling, caps growth at 80% capacity utilization, and erodes 2-3% margins, blocking

sustainable revenue expansion.
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Key Factors That Impact Percent of Total Revenue Spent

on Vehicles and Fuel

Key Factor

Inefficient route planning and dispatching

Poor preventive vehicle maintenance

Oversized or underutilized fleet

Fuel-inefficient vehicle selection

Excessive idling and driver behavior

Lack of telematics/GPS tracking

Ineffective fuel purchasing/management

Seasonal fleet mismatches

Suboptimal vendor contracts



Page 4 of 8

Key Factor

Inadequate driver training programs

Corrective Steps

I nefficiency Corrective Steps

Implement dynamic routing software: ServiceTitan,

Inefficient route planning and _ _ . .
Housecall Pro, FieldEdge; integrate with scheduling for

dispatching _

20-30% fuel reduction.
Poor preventive vehicle Adopt CMMS like UpKeep or Fiix; schedule oil
maintenance changesftire rotations quarterly based on mileage.
Oversized or underutilized Conduct utilization audit (target 75%-+); sell/rent excess
fleet vans; use data from ServiceTitan.
Fuel-inefficient vehicle Shift to hybrids/EVs (Ford Transit, Rivian); leverage
selection IRA tax credits; benchmark MPG >25.
Excessive idling and driver Install auto-shutoff; train on eco-driving; monitor via
behavior dash cams.
Lack of telematics/GPS Deploy Samsara, Geotab, Verizon Connect for real-
tracking time fuel/usage data.
Ineffective fuel Use fuel cards (WEX, Fleetcor, Comdata); bulk buy at
purchasing/management stations; track rebates.

_ Scale with rentals (Enterprise Fleet); forecast via
Seasonal fleet mismatches o .
historical data in Housecall Pro.
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I nefficiency Corrective Steps

_ Renegotiate leases/fuel annually; RFP for better rates;
Suboptimal vendor contracts o
audit invoices monthly.

Inadequate driver training Annual eco-driving certification; gamify via apps like

programs Drivewyze.

Areas of Impact on Operations

Sour ce of I nefficiency Impact on Operations

Inefficient route planning and Delays dispatching, reduces tech billables, hurts CS
dispatching satisfaction, strains sales follow-ups.

Poor preventive vehicle Breakdowns hit inventory rushes, finance repairs, CS
maintenance complaints, sales cancellations.

_ - Idle costs burden finance, limits inventory allocation,
Oversized or underutilized fleet ) _ N
slows dispatching scalability.

S _ _ Higher costs erode margins (finance), limit tech travel
Fuel-inefficient vehicle selection . _ o
range (dispatching), affect sales territories.

Excessive idling and driver Reduces tech productivity, impacts CS ETAs,
behavior increases inventory downtime needs.

Lack of telematics/GPS Blinds dispatching/inventory, poor CS updates,
tracking finance blind spots, sales route misses.
Ineffective fuel Cash flow strain (finance), inconsistent tech

purchasing/management availability (dispatching), CS delays.
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Sour ce of I nefficiency Impact on Operations

_ Overstrain peak inventory/CS, underuse off-peak
Seasonal fleet mismatches _ o
sales, finance variability.

_ Inflates finance costs, disrupts dispatching reliability,
Suboptimal vendor contracts o _
indirect CS/sales hits.

Inadequate driver training Lowers tech efficiency (all areas), higher accidents

programs (insurance/finance), CS safety concerns.

Potential Revenue Impact of 10% Improvement in

Efficiency

Sour ce of I nefficiency Potential Revenue Lift of 10% | mprovement

Inefficient route planning and dispatching $10,000

Poor preventive vehicle maintenance $9,000
Oversized or underutilized fleet $8,500
Fuel-inefficient vehicle selection $8,000
Excessive idling and driver behavior $7,500
Lack of telematics/GPS tracking $7,000
Ineffective fuel purchasing/management $6,500
Seasonal fleet mismatches $6,000

Suboptimal vendor contracts $5,500
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Sour ce of I nefficiency Potential Revenue Lift of 10% Improvement

Inadequate driver training programs $4,500
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Prompt Iteration Suggestions

1. Specify exact benchmark sources in prompt: Helps ensure consistent, verifiable data usage

across generations.
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2. Define revenue lift calculation formula explicitly: Reduces variability in estimates, improves
auditability.

3. Allow configurable row counts for tables: Increases flexibility for varying category
complexities.

4. Add word count enforcement in summaries: Ensures concise outputs without truncation
risks.

5. Include template for inter-table consistency checks: Prevents mismatches in factor naming

across tables.
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