Aptars BUSINESS OWNER'S CHECKLIST

A companionto: How to Grow an HVAC Business - 17 Proven, Practical, and Actionable
Strategies forHVAC Companies

Strategic Planning (Owner-Led)

[

[

]

Write out five Unique Selling Propositions (USPs).

Ensure atleast two USPs are truly unique and cannot be claimed by competitors.
Communicate your USPs to all employees. Be sure they understand them completely.
Write orrevise your mission and vision statements to reflect your USPs.

Identify your “Perfect Customer Profile” using attributes such asincome, property type,
ZIP code, age of home, business type, and other factors you deemimportant.

Ensure your USPs align with your Perfect Customer Profile.

Pricing Strategy (Owner-Led, CPA Involved)

[
[

[

Setservice prices based on cost-accounting principles—not guesswork.

Use different markup rates for labor and MESO (materials, equipment, subcontractors,
and other).

Ensure labor pricing covers all overhead and provides strong profit margins.

Purchase andimplement Labor Rate Builder Pro® or a similar pricing tool.

Accounting & Financial Control (Delegated with Oversight)

]

0O o o

]

Hire a full-charge bookkeeper with HVAC or constructionindustry experience.
Partner with a CPAwho understands contracting and job costing.
Replace your chart of accounts with one tailored for HVAC businesses.

Define each department that generatesrevenue (e.g., Demand Service, Replacements,
Agreements).

Setup departmental income statements.

Financial Reporting & Review (Owner-Led)
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Learntoread andinterpretyour:
[] Balance Sheet
[] Income Statement (by department)
[[] CashFlowStatement
Track these key performance indicators (KPIs):
[] Grossprofitby department
Labor as apercentage of revenue
Customer Lifetime Value (CLV)
Average ticket amount
Sales closurerate
Average revenue per sales opportunity

Number of new customers added

O odoogao

Number of active customers

Field Service Systems (Collaborative - GM/Service Manager)

[] Implementorreplaceyourflat-rate pricing system.
[] Setacompanygoaltoincrease the average service ticket.
[] Createthe SOP: “Managing Work Orders and Invoicingin the Field.”
[[] Traintechnicians onthe SOP.

Train technicians on:
[] Performingthoroughinspections and complete repair solutions.
[] Ethicalupselling andservice presentation.

[] Properuse of the flat-rate pricing system.

Company-Wide SOPs (Delegated)

Assign managers to write SOPs for key functions:

[] Scheduling anddispatchingin the office
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Work order management and collectionsin the field
Selling equipment replacements

Selling and renewing service agreements

Q Tip: Store and manage SOPs in a centralized, accessible location.
Distribute printed copies and/or PDFs—not the original Word document.

Staffingand HR (Delegated to HR Manager with Owner Approval)

L]
L]
[
[

Create abetter methodtointerview and select prospective employees.
Create 30- and 60-day plans for onboarding and evaluating new employees.
Implement a company policy manual.

Conduct afullcompensationreview across all roles.

Implement performance-based pay plans:

[
[
[
[

Pay salespeople based on gross or net profit.
Pay technicians more for billable time than non-billable time.
Use flat-rate book time as the basis for technician compensation.

Update job descriptions and compensation plans accordingly.

Training and Improvement (Collaborative)

[

OO oOod

Provide soft skills training for technicians, especially on customer presentation.
Enroll managers and key staff in leadership and financial literacy training.
Require monthly learning sessions on business and technical topics.

Support participationin HVAC business conferences and events.

Teach the “Think Like an Airplane Mechanic” concept.
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Marketing Systems (Delegated to Marketing Manager or Vendor)

[] Hireorcontractaprofessional SEO specialist.

[] Implementorupgrade your CRMsystem.

[] Launchmarketing campaignsfor past customers.
Rebuild or optimize your website to:

[] ReflectUSPs

[] TargetyourPerfect Customer Profile

[] Improve searchengine visibility
Track and review marketing KPIs:

[] Numberof qualifiedleads generated

[] Costperlead

[] Costpersale

[] Campaigncloserate

Sales Enablement (Owner-Led with Sales Manager)
[] Create professional-looking upgrade menus and service options.
Train staff to present those options with confidence and integrity.

Designincentives toincrease service agreement conversions and repeat business.

OO O

Createincentives toincrease upgrades and options that are in the customer’s best
interest.

Leadership and Accountability (Owner-Led)

[[] Setperformance expectations and KPIsforeachrole.
[] Conductmonthlyl:lsand quarterly performance reviews.

[] Publiclyrecognize outstanding performance.
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[] Addressunderperformance early and privately.

Communication and Appearance (Company-Wide)

[l Setcompany-wide expectations for professional appearance.
[] Provide trainingin written and verbal communication skills.

[] Require allemployees torepresent the company with professionalism.

Community Presence and Authority Building (Owner-Led or Delegated)

[] Developacontentcalendarforblogs,videos, and social media.
[] Positionyourself asyourarea’s HVAC expert with local media appearances.

[] Dressandspeakinways that supportyour professionalimage.

Digital Infrastructure (Delegatedto IT or Operations)
[] Auditallexisting software (dispatching, accounting, CRM, inventory).
Remove redundant or outdated systems.

Train employees on full use of current software tools.

0o o

Track software usage metrics (e.g., loginrates, feature use).

Embrace Change and Drive Innovation (Owner-Led)

[] Hostquarterly brainstorming sessions for processimprovements.
Encourage staff toidentify inefficiencies or outdated practices.

Challenge “impossible” claims and request documentation or alternatives.

OO O

Stay updated onindustry innovations and competitor activity.
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A IMPORTANT REMINDER: TOP 3 PRIORITIES TO BEGIN

[ ] Define your Unique Selling Proposition (USP).

[] Identify and refine your Perfect Customer Profile.

[] Optimize pricing to ensure strong labor profit margins and scalable revenue.
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