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BYOBO$$ REPORT-HVAC 
Business Name: HVAC Solutions 
Primary Contact: Operations Manager 
Email: sample@sample.com 

 
Phone: 555-874-2091 
Number of Employees / Technicians: 18 (12 technicians + 6 admin/support) 
Service Locations: Downtown & Northside Metro Areas 
Annual Revenue: $3,200,000 
Number of Active Clients: 450 
Average Revenue per Client: $7,100/year 
Top Services: HVAC installation, HVAC maintenance, Appliance repair, 
Emergency plumbing, Water heater repair, Electrical troubleshooting, AC 
system retrofits, Furnace tune-ups, Duct cleaning, Thermostat installation 
Service Management Software: Jobber (work orders, scheduling, dispatch) 
Accounting / ERP Software: QuickBooks Online 

 

1. Job Cycle-Time Audit 

• Average job start-to-finish time: 2.5 hours for maintenance, 5–6 
hours for installations. 

• Standard cycle times by service: Maintenance 2–3 hrs, Installations 
5–6 hrs, Emergency plumbing 1.5–3 hrs. 

• Time tracking: Technicians log time via Jobber app. 

• Job cycle variance reporting: Weekly review of delayed jobs in team 
meetings. 

• Peak workload management: Extra techs scheduled during summer 
AC peak. 

• Emergency/rush job handling: On-call technician rotation; priority 
scheduling. 

• Customer scheduling efficiency: 24–48 hrs lead time for regular 
jobs. 
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• Parts availability impact: Delays occur 5% of the time due to special 
order parts. 

• Downtime or delay causes: Traffic, parts availability, or client 
schedule changes. 

• Cycle time improvement initiatives: Implemented pre-staging of 
parts & route optimization. 

• Cycle time KPIs tracked: Average job duration, % on-time 
completions, repeat visits. 

• Cycle time accountability: Operations manager reviews weekly job 
log. 

 

2. Technician Productivity Review 

• Number of jobs per technician per week: 12–14 for maintenance, 6–
8 for installations. 

• Revenue per technician: ~$35,000/month per active tech. 

• Utilization rate per technician: 75–80% billable hours. 

• Idle time tracking: Monitored via Jobber scheduling; ~10% idle. 

• Skills & certifications: All HVAC techs EPA certified; some licensed 
plumbers. 

• Technician scheduling efficiency: Jobs assigned based on proximity 
& skill level. 

• Performance review frequency: Quarterly. 

• Rework or return visits per technician: ~3% of jobs. 

• Customer feedback per technician: Average rating 4.7/5.0. 

• Productivity improvement initiatives: Monthly training sessions; 
incentive bonus for high performance. 

• Technician KPIs tracked: Jobs completed, revenue generated, repeat 
visits. 
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• Recognition & incentives: Quarterly bonus + employee of the month 
recognition. 

 

3. Parts Usage Analysis 

• Total parts inventory value: ~$120,000. 

• Parts used per job: Average $45 for maintenance, $400 for 
installations. 

• Inventory turnover: 6–7x/year. 

• Parts wastage / scrap: ~2% (damaged or expired). 

• Parts ordering process: Weekly replenishment; urgent orders via 
local supplier. 

• Supplier reliability & lead times: 95% on-time; special orders 3–5 
days. 

• Critical parts stock level: Minimum 3 per key HVAC unit type. 

• Parts cost tracking: Jobber + QuickBooks; cost per job monitored. 

• Parts usage KPIs: Cost per job, % wastage, stockout incidents. 

• Parts inventory improvement initiatives: Implemented reorder 
alerts in software. 

• Integration with service software: Parts usage logged per work 
order. 

• Parts accountability: Lead technician & inventory manager share 
responsibility. 

 

4. Marketing Effectiveness 

• Marketing channels: Google Ads, social media 
(Facebook/Instagram), referral program, local flyers. 

• Marketing ROI tracking: Partial; Google Ads ROI tracked, others 
estimated. 
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• Customer acquisition cost: ~$250 per new client. 

• Effectiveness of campaigns: Google Ads ~20 leads/month, referrals 
10–15 new clients/month. 

• Referral program effectiveness: ~15% of new clients via referrals. 

• Website / online presence: 1,200 visits/month, ~10% conversion to 
leads. 

• Brand visibility & reputation: Highly rated locally; 4.6–4.8/5 online 
reviews. 

• Advertising spend allocation: 60% Google Ads, 20% social media, 
20% offline marketing. 

• Sales funnel effectiveness: Good for inbound leads, moderate for 
repeat upsell. 

• Customer feedback integration: Feedback forms via Jobber; 
monthly review. 

• Marketing improvement initiatives: Social media campaigns, email 
follow-ups. 

• Marketing team structure: 1 marketing coordinator + operations 
manager oversight. 

 

5. Competitor Analysis 

• Top 3 competitors: ChillAir Co., Metro HVAC, RapidFix Services. 

• Competitors’ strengths: ChillAir – fast response; Metro – low pricing; 
RapidFix – large client base. 

• Competitors’ weaknesses: Longer cycle times; inconsistent 
customer service. 

• Competitor pricing strategy: 5–10% cheaper on routine 
maintenance. 

• Competitor service capabilities: HVAC & appliance repairs; limited 
plumbing. 



 
 

P a g e  5 | 15 

 

• Competitor market share: ~30% of local HVAC market collectively. 

• Competitor customer service: Average ratings 4.2–4.5/5. 

• Competitor reputation & reviews: ChillAir 4.4/5, Metro 4.1/5, 
RapidFix 4.0/5. 

• Competitive threats: New low-cost startups; larger chains expanding 
locally. 

• Competitor technology usage: RapidFix uses mobile scheduling, 
some use GPS routing. 

• Service differentiation opportunities: Faster scheduling, higher 
review ratings, specialized plumbing. 

• Competitive advantage initiatives: Focus on customer experience, 
proactive maintenance contracts. 

 

6. Management Systems 

• Frequency of management meetings: Weekly. 

• Key performance indicators tracked: Job cycle time, revenue per 
tech, parts cost, repeat visits. 

• Financial reporting accuracy & frequency: Monthly, using 
QuickBooks & Jobber integration. 

• Decision-making process documented: Informal notes in Google 
Docs; decisions reviewed weekly. 

• Budgeting & forecasting: Quarterly, using previous year data + 
seasonal trends. 

• Internal control systems: Approval required for parts orders >$500, 
dual sign-off on invoices. 

• Employee performance review frequency: Quarterly. 

• Client feedback integration: Feedback logged in Jobber; monthly 
review. 
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• Risk management & escalation: Emergency SOPs for equipment 
failure or client complaints. 

• Standard Operating Procedures (SOPs): Documented for 
installations, maintenance, emergency jobs. 

• Technology usage for operations: Jobber, Google Calendar, 
QuickBooks Online. 

• Continuous improvement initiatives: Monthly operational review, 
implement efficiency tweaks. 

 

7. Human Resources / Staff Management 

• Total technicians: 12. 

• Administrative / support staff: 6. 

• Staff scheduling methodology: Rotational shifts based on skills & 
proximity. 

• Staff turnover rate: 12% annually. 

• Training and professional development: Quarterly training on new 
HVAC tech and safety. 

• Cross-training practices: Yes; some HVAC techs trained for minor 
plumbing. 

• Performance review frequency: Quarterly. 

• Incentives & recognition programs: Quarterly bonus for high 
productivity; employee of the month. 

• Staff accountability metrics: Jobs completed, customer feedback, 
on-time arrival. 

• HR policies documented: Yes, employee handbook and safety 
policies. 

• Employee engagement & satisfaction: Annual survey; average score 
8.2/10. 
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• Succession & coverage planning: Backup tech assigned for key 
roles. 

 

8. Operations / Systems 

• Work order workflow efficiency: Smooth, 95% of jobs completed 
without rework. 

• Service scheduling process: Software schedules techs by location 
and skill. 

• Parts inventory management: Automated reorder alerts, weekly 
audits. 

• Equipment & tool management: Central tool room with logging. 

• Operational bottleneck identification: Monthly review of cycle time 
logs. 

• Job prioritization & escalation: Urgent jobs flagged in Jobber; 
emergency rotation. 

• Automation & technology integration: Jobber, mobile dispatching, 
parts tracking. 

• SOP adherence: 90% compliance on maintenance and installation 
jobs. 

• Quality control process: Senior techs inspect installation jobs. 

• Customer communication process: Automated texts + technician 
calls before service. 

• Continuous improvement initiatives: Route optimization and parts 
pre-staging. 

• Operational KPIs tracked: Average cycle time, repeat visits %, on-
time completion. 
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9. Financial Management 

• Revenue per service type: Maintenance $1,200,000; Installation 
$1,400,000; Emergency plumbing $600,000. 

• Gross margin per service: Maintenance 55%, Installation 45%, 
Emergency plumbing 50%. 

• Cost tracking for labor: Tracked per technician in QuickBooks. 

• Parts cost tracking: Jobber + QuickBooks; avg cost per job $50–$400. 

• Budgeting and forecasting accuracy: +/- 5% variance from actuals. 

• Cash flow management: Positive; $80,000 cash buffer. 

• Accounts receivable efficiency: Avg 25-day collection period. 

• Financial risk assessment: Moderate; reliance on HVAC seasonal 
revenue. 

• Profit improvement initiatives: Upsell maintenance contracts; 
optimize parts procurement. 

• Financial reporting systems: QuickBooks Online, monthly 
reconciliations. 

• Expense management: Track fuel, parts, and overtime; regular 
review. 

• Financial KPIs monitored: Gross margin %, revenue per tech, parts 
cost %, repeat visit cost. 
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Client: Sample Repair Service Company 
Prepared for: Operations Manager 
Date: December 16, 2024 

 

1. Executive Summary 

Sample Repair Service is a mid-sized HVAC and appliance service company 
with 12 technicians and 6 support staff, serving ~450 active clients across 
two metro areas. Annual revenue is approximately $3.2M, with the majority 
coming from maintenance and installation services. 

The audit highlights strong operational and financial systems but identifies 
areas for efficiency gains, margin improvement, and scalability. 

Overall Segment Scores: 

Segment 
Score 
(%) 

Comments 

Job Cycle-Time 
Audit 

78 
Standard cycles documented; minor delays 
due to parts and scheduling inefficiencies. 

Technician 
Productivity Review 

82 
High utilization and skill tracking; slight room 
for rework reduction and idle time. 

Parts Usage 
Analysis 

80 
Inventory well-managed; occasional wastage 
and stockouts; potential for cost savings. 

Marketing 
Effectiveness 

70 
Basic ROI tracking; strong referrals and Google 
Ads; social media performance could improve. 

Competitor Analysis 65 
Competitor data is known but underleveraged 
for strategy; differentiation could be sharper. 

Management 
Systems 

85 
SOPs documented, KPIs tracked; decision-
making could be more formalized. 

HR / Staff 
Management 

80 
Training and retention strong; turnover 
moderate; cross-training effective. 
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Segment 
Score 
(%) 

Comments 

Operations / 
Systems 

78 
Workflow smooth; bottlenecks identified; 
automation opportunities exist. 

Financial 
Management 

82 
Revenue tracking strong; margins monitored; 
cash flow positive; room to optimize costs. 

Overall Audit Score: 77.7% 

 

2. Detailed Analysis by Section 

Job Cycle-Time Audit (78%) 

• Strengths: Standard job cycle times established; tracking via Jobber 
app; emergency handling procedures. 

• Weaknesses: Peak periods still cause delays; 5% of jobs delayed due 
to parts availability; cycle variance reporting could be more proactive. 

• Comments per Question: 

1. Average job time: Well tracked. 

2. Standard cycle times: Clear but not enforced for all jobs. 

3. Time tracking: Effective via Jobber. 
4–12: Minor delays, no automated alerts for deviations. 

 

Technician Productivity Review (82%) 

• Strengths: High utilization (75–80% billable); quarterly reviews; 
incentive program in place. 

• Weaknesses: Idle time ~10%; repeat visits 3%; productivity KPIs 
tracked but not tied to specific improvement actions. 

 

Parts Usage Analysis (80%) 
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• Strengths: Inventory automated and monitored; turnover 6–7x/year; 
cost tracked per job. 

• Weaknesses: Wastage 2%; occasional stockouts; supplier lead times 
for special orders can delay jobs. 

 

Marketing Effectiveness (70%) 

• Strengths: Google Ads & referral programs drive new clients; website 
generating leads. 

• Weaknesses: Partial ROI tracking; social media effectiveness not 
measured; acquisition cost high relative to some competitors. 

 

Competitor Analysis (65%) 

• Strengths: Top competitors identified; service differentiation 
considered. 

• Weaknesses: Competitor weaknesses underleveraged; pricing and 
marketing strategy not fully analyzed; market share tracking 
incomplete. 

 

Management Systems (85%) 

• Strengths: Weekly meetings, KPIs tracked, SOPs documented. 

• Weaknesses: Decision-making process informal; risk management 
reactive rather than proactive. 

 

HR / Staff Management (80%) 

• Strengths: Training programs, cross-training, employee engagement 
good. 

• Weaknesses: 12% turnover; limited incentives for high performers 
outside quarterly bonus. 
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Operations / Systems (78%) 

• Strengths: Workflow efficient; automated scheduling; quality control 
present. 

• Weaknesses: Some bottlenecks in parts availability; SOP adherence 
not 100%; limited automation beyond Jobber. 

 

Financial Management (82%) 

• Strengths: Revenue tracked by service; margins calculated; cash flow 
positive. 

• Weaknesses: Margin improvement initiatives not fully executed; labor 
& parts costs slightly higher than industry best practices. 

 

3. High-Priority Opportunities & Recommendations 

Based on audit scores and potential impact, we focus on top 5 priorities: 

 

1. Job Cycle-Time Delays 

Issue: ~5% jobs delayed due to parts or scheduling; peak periods cause 
bottlenecks. 
Recommendations: 

1. Parts pre-staging: Maintain critical spare parts on all service vans for 
peak months. 

2. Dynamic scheduling software: Upgrade Jobber or integrate route 
optimization to reduce idle time and travel delays. 

3. Cycle alert notifications: Set automated alerts for jobs exceeding 
standard cycle times for immediate intervention. 

 

2. Marketing ROI & Lead Generation 
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Issue: Partial tracking of ROI; social media underutilized; acquisition costs 
high. 
Recommendations: 

1. Comprehensive campaign tracking: Use Google Analytics + CRM 
integration to track all leads and conversions. 

2. Social media campaigns: Target seasonal services (AC tune-ups, 
furnace maintenance) with geo-targeted ads. 

3. Referral & loyalty programs: Offer incentives for repeat customers 
and referrals; track performance monthly. 

 

3. Competitor & Market Strategy 

Issue: Competitor insights not fully leveraged; pricing and service 
differentiation unclear. 
Recommendations: 

1. Competitive pricing analysis: Adjust pricing to maximize margin 
while remaining competitive. 

2. Service differentiation marketing: Highlight emergency response, 
high ratings, and certifications. 

3. Market share tracking: Implement quarterly competitor 
benchmarking reports. 

 

4. Parts Inventory & Wastage 

Issue: Stockouts and 2% parts wastage. 
Recommendations: 

1. Inventory forecasting: Use historical job data to predict high-
demand parts monthly. 

2. Supplier agreements: Negotiate faster delivery or local backup 
suppliers for critical parts. 

3. Waste reduction program: Track damaged parts and implement 
handling SOPs. 
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5. Technician Productivity & Idle Time 

Issue: 10% idle time; repeat visits ~3%. 
Recommendations: 

1. Cross-utilization: Assign techs to backup jobs during idle periods. 

2. Rework reduction program: Analyze repeat visits for root causes; 
provide refresher training. 

3. Incentive alignment: Tie bonuses to both revenue and efficiency 
metrics, including reduced rework. 

 

4. Overall Summary & Next Steps 

Strengths: 

• Well-documented SOPs and KPIs 

• Skilled, certified technicians 

• Solid financial management and cash flow 

• Good customer satisfaction and referral rates 

Weaknesses / Risks: 

• Bottlenecks in cycle times during peak seasons 

• Marketing ROI and social media underutilized 

• Slight inefficiencies in parts usage and inventory 

• Competitor differentiation and strategic insights limited 

 

 

Next Steps: 

1. Implement recommendations for job cycle optimization and parts 
inventory improvements. 
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2. Strengthen marketing analytics and competitor intelligence. 

3. Monitor technician productivity and rework; link KPIs to incentives. 

4. Conduct a follow-up audit in 6 months to measure improvements. 

Final Audit Score: 77.7% 

 

Once you’ve reviewed this diagnostic report, the most important next step is 
turning insight into action. The findings highlight where performance is 
strong, where profit is leaking, and where systems are underdeveloped but 
the real value comes from prioritizing and implementing the right fixes in the 
right order. We strongly recommend reviewing this report with your BYOBOSS 
consultant, who can help interpret the results in the context of your specific 
locations, validate assumptions, and translate recommendations into a 
practical execution plan. 

If you do not currently have a consultant assigned, BYOBOSS can match you 
with a qualified specialist aligned with your needs and operating 
environment. Your consultant will work with you to establish priorities, define 
measurable targets, and guide implementation—whether that involves 
improving cost controls, refining operational performance, reducing 
inefficiencies, or implementing stronger management and reporting 
systems. This ensures the report does not sit on a shelf, but becomes a 
practical roadmap to improved performance, greater control, and 
sustainable growth. 


