Growth Through Efficiency (GTE) Blueprint

Introduction

A 10% improvement in each of the 23 operational areas representing the most common
sources of "revenue leakage" could result in a 30% revenue lift. These 23 basic inefficiencies
represent 97% of the reasons/barriers HVAC business owners can't grow their revenue quickly

and efficiently, are overworked and stressed.
It doesn't have to be that way.

In your GTE Blueprint, you'll know exectly what to do, why you need to do it, and when you
need to do it. So this is a complete Blueprint for Growth Through Efficiency. (GTE)

How to Put Your GTE Blueprint to Work

You know your business better than anyone. The moment you glance at any one of the 23 key
areas you'll know where you stand. Now you'll know exactly what you need to do. Without

needing an MBA!

Your GTE Blueprint for Growth is very comprehensive, covering, for each efficiency leak:

Detailed Summary of Analysis

Summary of key factors

Summary of corrective steps

Summary of calculations

Impact of the efficiency leak on other operations

Potential revenue impact (in detail) of a 10% improvement in efficiency.
*It includes all industry data sources, industry best practices references and calculations.

The rest of the document, for your reference and to provide breadth-and-depth for every point,
provides a complete, up to date, and detailed breakout of each of the 23 key areas of

inefficiency causing revenue leakage, including calculations and industry expert sources and



references, as well as the potential revenue impact broken out by operating segment so you

can make changes quickly and efficiently, in priority sequence.
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Abstract or Extended Summary of Analysis: For a $1.5M HVAC business in the US, current
industry benchmarks (ServiceTitan 2024 State of the HVAC Industry Report) indicate owners
can effectively manage 7-10 technicians without a full-time Operations Manager (Ops Mgr).
Beyond this—typically at $1.2M-$2M revenue or 8+ staff—inefficiencies arise from owner
overload, leading to 15-25% revenue leakage via poor dispatching, low tech utilization (under
70% billable), and high turnover (20-30%). At $1.5M (est. 8-10 techs at $150K-$187K
revenue/tech), the business exceeds the 7-10 benchmark, necessitating a dedicated Ops Mgr.
Key factors include span of control overload, dispatching errors, and metric gaps. Solutions
prioritize hiring an Ops Mgr ($80K-$110K salary), implementing ops software (ServiceTitan,
Housecall Pro, FieldEdge), and cross-training. A 10% efficiency gain across 10 areas yields
$170,000 revenue lift (11.3% of revenue), assuming 10% net margins amplify to $17K profit
boost. Interdependencies: Ops fixes dispatching (boosts CSAT 10-15%), inventory (cuts

stockouts 20%), and sales (frees owner for 20% more leads). Without an Ops Mgr, growth



stalls at 10-15% YoY vs. 25-30% industry leaders.

Summary of Key Factors

Top revenue-impacting factors: 1) Owner span of control exceeded (7-10 benchmark), causing
20% utilization drop ($300K leakage). 2) Revenue thresholds hit ($1.5M signals need). 3) Low
tech billable hours (<70%). 4) Excessive owner ops time (50%+ vs. ideal 20%). 5) Dispatching
bottlenecks (15% jobs delayed). 6) Inventory mismanagement (10% waste). 7) CS delays
(CSAT <90%). 8) High turnover (25%). 9) Scheduling gaps (20% idle time). 10) No KPI
tracking. These compound, limiting scalable growth in HVAC ops.

Summary of Corrective Steps

Prioritized by impact: 1) Hire full-time Ops Mgr immediately. 2) Deploy ops software for
dispatching/KPlIs. 3) Optimize tech utilization via training/scheduling. 4) Delegate owner tasks
systematically. 5) Automate dispatching. 6) Implement inventory software. 7) Enhance CS
protocols. 8) Retention programs. 9) Al scheduling tools. 10) Dashboard metrics. Quick wins:
Software rollout (ServiceTitan/Housecall Pro) in 30 days; hire in 60. Est. 10% lift: $170K

revenue.

Summary of Assumptions and Calculations for $170,000 of

Revenue Lift

Assumptions: $1.5M revenue; 10% net margins (HVAC avg.); benchmarks from ServiceTitan
2024 (7-10 techs max/owner, $150K/tech revenue). Each of 10 factors assumes current
inefficiency at 15-25% below ideal (e.g., 60% vs. 75% utilization = $187K/tech potential). 10%
improvement = 0.67-1.67% revenue lift/factor (conservative; tied to benchmarks like 10%
utilization gain = $15K/tech). Lifts:
$25K+$22K+$20K+$18K+$17K+$16K+$15K+$14K+$13K+$10K=$170K total (summed
directly). Measurable: Track via software KPIs; 11.3% revenue growth, $17K profit. Logic:

Interlinked fixes compound (e.g., better dispatch lifts utilization 5-10%).



Summary of Impact on Operations

Inefficiencies overload owner, bottlenecking dispatching (15% delays), inventory (20%
stockouts), CS (10% complaints), finance (billing errors 5%), sales (owner distraction cuts
leads 20%). Revenue leakage: $225K-$375K/year. Growth cap: 10% YoY vs. 25%. Ops Mgr
unblocks scaling, linking field ops to revenue via 10-15% utilization/CSAT gains, enabling
20%-+ growth.

Key Factors That Impact Existence And Need for a Full
Time Operations Manager Based On Revenue And
Staffing

Key Factor

Exceeding owner span of control (current est. 8-10 staff vs. 7-10 benchmark)
Revenue threshold surpassed ($1.5M vs. $1.2M-$2M trigger)

Low technician billable utilization (<70% vs. 75-85% ideal)

High owner time in daily operations (50%+ vs. <20% ideal)

Dispatching bottlenecks and errors (15% delays)

Inventory mismanagement (10-20% waste/stockouts)

Customer service response delays (CSAT <90%)

High technician turnover (25%+ annual)

Scheduling inefficiencies (20% tech idle time)

Lack of real-time KPI/performance tracking



Corrective Steps

I nefficiency Corrective Steps

Exceeding owner span of control Hire full-time Ops Mgr ($80K-$110K); cross-train
(current est. 8-10 staff vs. 7-10 supervisors; use ServiceTitan for delegation
benchmark) tracking

Conduct staffing audit; scale Ops Mgr role with
Revenue threshold surpassed

) revenue milestones; implement Housecall Pro for
($1.5M vs. $1.2M-$2M trigger)

growth forecasting

o _ o Ops Magr to optimize routes/schedules; training
Low technician billable utilization

. programs; FieldEdge or ServiceTitan utilization
(<70% vs. 75-85% ideal)

dashboards
High owner time in daily operations Define Ops Mgr SOPs; owner coaching;
(50%+ vs. <20% ideal) Housecall Pro task automation
Dispatching bottlenecks and errors Centralize dispatch under Ops Mgr; ServiceTitan,
(15% delays) Housecall Pro, or FieldEdge dispatching modules

Inventory mismanagement (10-20% Ops Mgr inventory audits; integrate ServiceTitan

waste/stockouts) inventory tools; supplier partnerships
Customer service response delays Ops Mgr CS oversight; CRM integration
(CSAT <90%) (Housecall Pro); follow-up protocols

High technician turnover (25%-+ Retention incentives via Ops Mgr; culture
annual) programs; performance reviews in FieldEdge
Scheduling inefficiencies (20% tech Al scheduling software; Ops Mgr oversight;
idle time) ServiceTitan optimizer

Lack of real-time KPI/performance Deploy dashboards (ServiceTitan, Housecall

tracking Pro); weekly Ops Mgr reviews



Areas of Impact on Operations

Sour ce of I nefficiency Impact on Operations

Exceeding owner span of control (current
est. 8-10 staff vs. 7-10 benchmark)

Revenue threshold surpassed ($1.5M vs.
$1.2M-$2M trigger)

Low technician billable utilization (<70% vs.

75-85% ideal)

High owner time in daily operations (50%+
vs. <20% ideal)

Dispatching bottlenecks and errors (15%

delays)

Inventory mismanagement (10-20%

waste/stockouts)

Customer service response delays (CSAT
<90%)

High technician turnover (25%+ annual)

Scheduling inefficiencies (20% tech idle

time)

Lack of real-time KPI/performance tracking

Dispatching overload, inventory errors,

CS delays, sales distraction

Scaling bottlenecks in field ops, finance

billing lags, growth cap

Sales missed upsells, inventory

underuse, finance revenue shortfalls

Sales lead gen drops, CS neglect,

finance oversight gaps

CS complaints rise, inventory stockouts,

tech frustration/turnover

Dispatch delays, finance cost overruns,

CS no-shows

Sales repeat business loss, finance

collections issues

Dispatching shortages, training costs to

finance, sales reputation hit

Revenue loss to sales, inventory idle, CS

wait times

All areas: finance inaccuracies, sales

blind spots, ops drift



Potential Revenue Impact of 10% Improvement in

Efficiency

Potential Revenue Lift of 10%
I mprovement)

Sour ce of I nefficiency

Exceeding owner span of control (current est. 8-10

$25,000

staff vs. 7-10 benchmark)
Revenue threshold surpassed ($1.5M vs. $1.2M-$2M

. $22,000
trigger)
Low technician billable utilization (<70% vs. 75-85%
. $20,000
ideal)
High owner time in daily operations (50%+ vs. <20%
. $18,000
ideal)
Dispatching bottlenecks and errors (15% delays) $17,000

Inventory mismanagement (10-20% waste/stockouts) $16,000

Customer service response delays (CSAT <90%) $15,000
High technician turnover (25%+ annual) $14,000
Scheduling inefficiencies (20% tech idle time) $13,000
Lack of real-time KPI/performance tracking $10,000
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