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Opening
Where you are. What's at stake.
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Where you are right now

Alpine Mechanical Systems is an 18-person commercial mechanical contractor doing $2M-$5M

across Calgary and the Front Range, self-performing sheet metal and piping, subbing out

electrical and crane. On paper you are past the survival stage. In practice your week still looks

like a foreman's week with a President's title stapled on. You are estimating, dispatching, and, in

your own words, 'putting out fires' most days. The gap between where you sit and where you

want to sit is not a mystery to you, it is why you commissioned this diagnostic.

The traffic lights tell the story cleanly. Owner dependency: Red, a few days. Role charters: Red.

KPIs assigned: Red. Cash flow forecasting: Red. Financial dashboard: Red. Estimating lives in

spreadsheets that, you admit, 'only I fully understand.' Controls and BAS work is 'tracked in the

technicians' heads.' One technician knows the controls programming. One office manager knows

the billing system. That office manager has quietly become dispatch, AR, and HR without any of

it being defined. Your field leads run crews but have no written authority on hiring or purchasing.

This is a company where the knowledge is real, the people are good, and almost none of it is

captured anywhere but between someone's ears.

Meanwhile the parts of Alpine you deliberately built are genuinely strong. Safety and compliance

is green across the board, existence and documentation both, which in trades is rare and

valuable. Quality assurance exists and is followed. Your culture scores green: your team is

aligned and committed, they believe in 'do it right the first time' and 'answer the phone.' You

have proven you can build the soft stuff. What you have not yet built is the operating system that

lets that quality repeat without you standing over it.

What's at stake

Here is what is actually at risk if nothing changes. You already told us a foreman nearly walked

because everything depends on you, and you turned away two profitable projects last quarter

for the same reason. That is not a future warning, it is current revenue and current retention

leaking out the door right now. Push more volume through this model and quality will start

You have grown from one truck to eighteen people on
reputation and hustle, and now the same person who answers
the phone at 2am is the reason quoting stops when he takes a
day off.

“
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varying by crew, cash whiplash will get worse (you are already funding payroll off the line of

credit because you cannot see what is coming), and the person most likely to burn out is you.

Growth, on this foundation, breaks things faster than it builds them.

The financial and valuation stakes are just as concrete. A buyer or lender looking at Alpine today

sees a business that cannot run a week without its founder, has 25-50% of revenue tied to one

client, and closes its books a month late with no forecast. Each of those is a discount category

on its own, and stacked together they are the difference between a business that commands a

real multiple and one a buyer either walks away from or buys cheap with an earn-out that chains

you in for years. You have healthy margins and a strong brand, which is exactly why this is worth

fixing: the underlying value is there, it is just trapped inside your head and undocumented on

your servers.
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Executive Summary

Brad, here is the core tension in Alpine Mechanical Systems: you have built a genuine $2M-$5M

mechanical contracting business with healthy 45-60% gross margins, strong safety

documentation, and a culture your team believes in, and yet the whole machine still routes

through one person. You. You said it yourself: 'if I am gone, quoting stops, dispatch gets chaotic,

and cash gets tight because nobody else is watching it.' You rated owner dependency Red,

meaning the business runs a few days without you at most. That single fact is the ceiling on

everything else. Your revenue tripled from the $500K-$1M band to the $2M-$5M band across

the last three years, and the same operating model that got you here is now the thing turning

away work: you told us you lost two good projects last quarter because you could not get quotes

out fast enough.

At an overall score of 34 out of 100, Alpine sits in the Establishing band. Translation: the instincts

and the reputation are strong, but the infrastructure underneath them is thin and undocumented.

Your Purpose and Culture score (67, green) proves you can build something people rally around.

Your Procedures score (18, red) and People score (24, red) show that almost none of what

makes Alpine good is written down or distributed. You are a great business held together by

memory and hustle.

Fixing the top three priorities does two things at once. Operationally, it buys back the 15-plus

hours a week you are burning on estimating and dispatch and hands them to roles built for that

work, which directly unlocks the quoting capacity you are currently leaving on the table.

Financially, a 13-week cash forecast and live job costing turn your lumpy, project-driven cash

whiplash into something you can steer, and they protect the margin you already earn. In

enterprise-value terms, this is the difference between a business a buyer discounts heavily for

key-person risk and one that carries a defensible multiple: owner dependency is the single

largest drag on what Alpine is worth today.

The owner's-chair question is simple. You want to grow past $5M and eventually step off the

tools entirely. Right now your calendar says estimator and dispatcher, not President. The work in

this report is the bridge between the two: it is how you go from being the business's most

expensive single point of failure to being the person who builds the next stage of it.

TOP  PRIORITIES

1. Break the founder bottleneck: get quoting, dispatch, and cash-watching out of Brad's

head and into a second estimator, a service coordinator, and written estimating logic.
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2. Build financial visibility: a 13-week cash forecast and real-time job margin so payroll

stops getting funded from the line of credit blind.

3. Codify the work: document the estimating, project management, and service

processes that currently live in three or four people's heads before the next hire

inherits chaos instead of a system.



P A R T  I I

The Diagnosis
Data. Patterns. Section by section.
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5P Framework & Section Balance

Where your operational strength is balanced or lopsided across the five Ps, and how each

scored section compares against the strong-quartile target.

25

50

75

100

Profile
40 · In Progress

People
24 · Not Started

Policy
44 · In Progress

Process
39 · In Progress

Procedures
18 · Not Started

5P  BALANCE
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Target

Strategic Direction 14

Purpose & Culture 67

People & Structure 24

Tech Stack 25

Process Maturity 33

Financial Visibility 20

Readiness 100

SECTION  SCORES  ·  TARGET  = 75 (STRONG)
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Critical Business Metrics

The metrics buyers, investors, and diligence teams look at first. Ranked by risk level. The

highest-leverage signals of enterprise value.

METRIC CURRENT  BAND RISK WHAT  IT  MEANS

Owner
Dependency

A few days CRITICAL The business cannot function without you. This

is the single largest threat to enterprise value

and the #1 buyer concern.

Client
Concentration

25-50% top

client

HIGH Meaningful concentration risk. Diversification

should be a deliberate strategic priority.

Recurring
Revenue

20-40%

recurring

HIGH Some recurring foundation but heavy project

dependence. Valuation benefits from building

the recurring base.

Gross Margin 45-60% gross

margin

MODERATE Healthy margins. Room to invest in systems,

talent, and growth while preserving profitability.

Employee
Turnover

10-20% turnover MODERATE Normal range. Retention is functional but could

be a competitive differentiator with investment.
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The Current State Story

Alpine Mechanical Systems is a $2M-$5M mechanical contractor that scaled from one truck to

eighteen people on the strength of Brad's reputation and hands-on judgment, and that same

strength is now the ceiling. The numbers tell a consistent story: strategic direction scores 14

(red), people and structure 24 (red), financial visibility 20 (red), and process maturity 33

(amber), against a culture score of 67 (green). In plain terms, the soul of the business is strong

and the operating system underneath it is thin. Brad marked owner dependency red, meaning

the business runs a few days without him at most, and his own words confirm it: 'if I am gone,

quoting stops, dispatch gets chaotic, and cash gets tight.' Everything routes back to one desk.

THE  DOMINANT  PATTERN

These issues compound rather than sit side by side. Owner dependency (red) is fed by

absent role charters (red) and no assigned KPIs (red), which means no one else has the

authority or the scorecard to make Brad's decisions for him. That same lack of

documented procedures (Procedures pillar scores 18, red) means the estimating logic,

the controls programming, and the billing process all live in individual heads, so even if

Brad wanted to delegate, there is nothing to hand over. Layer on financial blindness (cash

flow forecasting red, financial dashboard red, books closing a month behind per the

Finance Director) and the picture is clear: Brad is estimating, dispatching, and watching

cash all at once because the systems that would let anyone else do those jobs do not

exist yet. The good margins (45-60%, green) and stable culture are the reason there is

time to fix this before growth breaks it, but three consecutive years of revenue climbing

from the 500k-1m band toward the 2m-5m band means the strain is accelerating, not

easing.
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Section-by-Section Deep Dive

A focused analysis for each area. What the data shows, what the current state is costing, what

dialling it in unlocks, and how to get there.

SECTION  1 CONTROLSHIFT: INSIGHTS Company Profile

100

Alpine is a clean, well-positioned $2M-$5M commercial mechanical
contractor with a real reputation, and that reputation is the asset the rest
of this report is trying to protect.

FINDINGS

Alpine sits in the $2M-$5M

bracket with 18 people,

self-performing sheet

metal and piping while

subbing out electrical and

crane work. That is a

defensible operating

model: you own the trades

that carry margin and

reputation, and you rent the

ones that carry liability and

idle-time risk.

The revenue history shows

a real climb: $500K-$1M

three years ago to

$1M-$2M in the two years

since, and now $2M-$5M.

That is roughly a tripling of

the business, and it is

exactly the growth curve

that outpaces the systems

underneath it. The

ROOT  CAUSES

The company profile is

strong because it was built

on genuine market demand

and word-of-mouth, not

because of deliberate

systems design. The

identity is clear; the

operating system to carry it

is not, and that gap is the

story of this whole report.

GAPS

The three-segment mix and

two-jurisdiction footprint

create operational

complexity that no

documented process

currently absorbs, so it all

lands back on the founder

and office manager.

/100
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company grew faster than

its infrastructure.

You run three distinct

segments (commercial GCs

on new-build and TI,

property managers on

maintenance agreements,

and light-industrial owners

on retrofits). That mix is a

strength for revenue

stability but a complexity

multiplier operationally:

three different sales

motions, three different

delivery rhythms, three

different billing patterns, all

currently running through

the same overloaded

office.

Single location, Calgary

and the Front Range. A

cross-border service

footprint (Alberta and

Colorado) on 18 people is

ambitious and worth

flagging: it stretches

dispatch, compliance, and

licensing across two

jurisdictions with no

documented playbook to

hold it together.

WHAT  THE  CURRENT  STATE  IS  COSTING  YOU
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OPERATIONAL

A clean profile and clear

service offering, but the

three-segment, two-

jurisdiction complexity is

being managed manually

through the founder and one

office manager.

FINANCIAL

Healthy 45-60% gross

margin gives room to invest

in systems without

threatening profitability.

STRATEGIC

Strong reputation and a

tripling revenue curve make

this a genuinely fundable

growth story, provided the

infrastructure catches up

before the next milestone.

WHAT  GOOD  LOOKS  LIKE

For a commercial mechanical contractor at this bracket, the profile is not just clear on

paper but reflected in how the business runs: each of the three segments has a defined

delivery model, the two-jurisdiction footprint has documented licensing and dispatch

rules, and the reputation for clean work is protected by standardized crew methods

rather than by the founder personally inspecting jobs.

WHAT  DIALLING  THIS  IN  UNLOCKS

OPERATIONAL

Less founder time spent

personally holding the three-

segment complexity

together.

FINANCIAL

Protects the healthy gross

margin as volume scales

past $5M.

ENTERPRISE  VALUE

A clearly defined,

documented operating

model turns a reputation-

based business into a

transferable asset, the

difference a buyer pays for.

RECOMMENDATIONS

1. Document how each of the three segments (GC projects, maintenance agreements,

retrofits) actually flows from lead to cash, so the complexity stops living only in your

head.

1 quarter HIGH  IMPACT Owner: Founder with Director of Operations
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PATH  TO  THE  NEXT  LEVEL

The profile itself is dialled in; the work is translating this clear identity into a

documented operating system. Start by naming how each segment is delivered

differently. Then attach the two-jurisdiction compliance rules to the relevant

segments. Finally, use that segment map as the backbone for the process

documentation the Director of Operations is asking for.



Expans i ve  EDGE

18 of 81

SECTION  2 CONTROLSHIFT: INSIGHTS Founder & Leader Profile

100

Brad, you came up on the tools, and the same instinct that built Alpine
(answer the phone, do it right, be everywhere) is now the ceiling the
company is pressing against.

FINDINGS

You named it yourself: 'I

came up on the tools,

which is both the

company's greatest

strength and, increasingly,

its bottleneck.' That is a

rare and honest read. Most

founders at this stage are

still blaming the team. You

have correctly located the

constraint at your own

desk.

Your stated motivation is

growth, and your goal is

explicit: grow past $5M and

step off the tools entirely.

But you also wrote that

'right now the business still

runs through me. Most

days I am estimating,

dispatching, and putting

out fires.' The gap between

the goal and the daily

reality is the exact problem

this report exists to close.

The trigger events are

already here, not

hypothetical: you turned

ROOT  CAUSES

The founder bottleneck is

not a discipline or

willingness problem, Brad

has already diagnosed it

and allocated budget to fix

it. The root cause is

structural: the business has

never had the roles,

documented processes, or

financial visibility for

anyone else to safely take

work off his plate, so it

keeps flowing back to him

by default.

GAPS

There is no second person

who can quote, no service

coordinator to own

dispatch, and no financial

forecast Brad can hand to

someone else to watch, so

every critical function still

has a single point of failure

that is him.

/100
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away two good projects

last quarter because you

could not get quotes out

fast enough, and a key

foreman nearly walked

because everything

depends on you. Growth is

already breaking things.

This is not a future risk; it is

a present cost.

You built Alpine from a

single truck in 2010 on one

GC's promise of steady

work, and word of mouth

carried you to 18 people.

That founding pattern

(personal trust, personal

responsiveness, personal

quality control) is precisely

what does not scale, and

you are now feeling the

weight of carrying it alone.

Owner compensation is

$165K on a $2M-$5M

business with 10-15% net

margin. That is a founder

still paying himself partly as

an operator rather than

fully as an owner,

consistent with the reality

that you are doing

estimating, dispatch, and

firefighting rather than

sitting above the business.

WHAT  THE  CURRENT  STATE  IS  COSTING  YOU

OPERATIONAL

The founder is the constraint

on quoting, dispatch, and

cash oversight, which is why

two projects were turned

FINANCIAL

Founder time spent on

$50-$80/hour estimating

and dispatch work is a direct

STRATEGIC

The stated goal of stepping

off the tools and passing

$5M is blocked entirely by

owner dependency, which is
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away and a key foreman

nearly left.

drag on the higher-value

growth work only he can do.

also the single largest threat

to enterprise value.

WHAT  GOOD  LOOKS  LIKE

A founder at this bracket who has cleared the bottleneck spends the week on

estimating oversight rather than estimate production, on client relationships and growth

rather than dispatch, and on reading a cash forecast rather than funding payroll from

the line of credit in a panic. The business runs a full week without him, which is the

exact wish he stated in section 9.

WHAT  DIALLING  THIS  IN  UNLOCKS

OPERATIONAL

Frees the founder from daily

estimating and dispatch to

work on growth, the stated

goal.

FINANCIAL

Redirects founder hours

from low-value production

to revenue-generating and

margin-protecting activity.

ENTERPRISE  VALUE

Reducing owner

dependency is the single

highest-value move

available and directly

removes the #1 buyer

discount on this business.

RECOMMENDATIONS

1. Commit to the two hires you already named (second estimator and dedicated service

coordinator) as the first structural moves, and treat everything else in this report as

building the systems that let those hires succeed rather than become more people who

depend on you.

1 quarter HIGH  IMPACT Owner: Founder
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PATH  TO  THE  NEXT  LEVEL

You have done the hardest part, seeing clearly that you are the constraint and

putting budget behind fixing it. The next move is sequencing: document your

estimating method so a second estimator can be trained against it rather than

shadowing you for months. Then hire the service coordinator to take dispatch off

both you and the office manager. Then step back and let the 13-week cash

forecast, not your gut, tell you when cash is tight. Each move buys back hours you

can reinvest in the growth you started this engagement to reach.
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SECTION

3

CONTROLSHIFT:

INSIGHTS Strategic Direction & Alignment

14

Alpine has a clear destination in Brad's head and almost nothing written
down to get there, which means the entire strategy still runs on founder
instinct and can't be executed by anyone else.

FINDINGS

The founder rated strategic

plan amber and 12-month

goals amber, but 3-year

goals red and 5-to-10-year

goals red. That pattern is

telling: there is a rough

sense of the next twelve

months but nothing

structured beyond it. The

vision to grow past $5M

and step off the tools exists

as an intention, not a plan.

Quarterly planning and

quarterly objectives are

both red, from both the

founder and the Director of

Finance. There is no

operating rhythm that turns

the annual ambition into

90-day commitments. That

is the single mechanism

that would move goals from

Brad's head into the team's

hands, and it does not

exist.

The stated 12-month goals

are specific and correct for

the stage: hit $5M, train a

ROOT  CAUSES

Founder bottleneck.

Strategic direction is not

documented or delegated

because Brad is the only

one who holds it, and he

has no time to externalize it

while he is estimating and

dispatching every day. The

strategy cannot mature

until the founder's calendar

is freed, which is a People

and Process problem

masquerading as a strategy

problem.

No cadence or discipline.

Quarterly planning and

objectives are red across

the board. There is no

forcing function that

converts the annual

number into 90-day

priorities with named

owners, so the plan never

leaves the founder's head.

No accountable owner for

planning below the founder.

With no leadership team

operating a planning

GAPS

No 3-year plan. The vision

of a company that runs

without depending on any

one person has no

roadmap, no revenue-mix

target, and no headcount

plan attached to it.

No quarterly operating

rhythm. Nothing translates

the $5M target into 90-day

objectives, so the three

stated goals have no

owner, no deadline, and no

scoreboard.

The three 12-month goals

are unassigned. 'Train a

second estimator' and 'land

two more maintenance

contracts' need a named

owner and a milestone

date, otherwise they

compete with daily

firefighting and lose every

time.

No recurring-revenue

strategy despite it being

one of three stated goals.

Recurring revenue sits at

/100
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second estimator so

quoting is not single-

threaded, and land two

more recurring

maintenance contracts to

smooth project-driven

revenue. These are the

right three bets. The

problem is they live in a

questionnaire answer, not

in a plan with owners,

milestones, and a

scoreboard.

Goal alignment splits by

stakeholder. Brad rated it

amber, the Director of

Operations amber, but the

Director of Finance rated it

red. When your finance

lead cannot see the line

from strategy to daily work,

the strategy is not being

communicated below the

founder, it is being carried

by him.

The founder's own words

name the tension precisely:

'My goal and the day-to-

day reality are not aligned

yet.' He is estimating,

dispatching, and

firefighting. Strategy is

what you do when you are

not underwater, and right

now he is underwater.

The urgency answer is

concrete evidence, not

opinion: two good projects

turned away last quarter

because quotes could not

get out fast enough, and a

key foreman nearly

rhythm, strategy defaults to

whatever Brad decides in

the moment. The Director

of Finance rating alignment

red confirms the message

is not reaching the second

layer.

Strategic clarity thins with

time horizon. The business

can see twelve months

because that is roughly the

length of its current project

pipeline. It cannot see three

years because it has never

had to plan capacity, hiring,

or recurring-revenue mix

beyond the next job stack.

20-40%, flagged High risk,

yet there is no defined

target, no dedicated owner,

and no pipeline for

maintenance-agreement

growth.

Strategy is not

communicated below the

founder. The finance-

versus-founder split on

goal alignment shows the

plan is not shared in any

form the team can act on.
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walking. These are not

future risks. The absence

of strategic capacity is

already costing revenue

and people.

WHAT  THE  CURRENT  STATE  IS  COSTING  YOU

OPERATIONAL

Because strategy lives in

Brad's head and there is no

quarterly rhythm, the team

defaults to reactive mode:

whoever shouts loudest or

whatever job is on fire gets

the attention. The three

growth bets (second

estimator, service

coordinator, recurring

contracts) keep getting

deferred behind daily

dispatch. Alpine already

turned away two viable

projects last quarter, that is

capacity lost not to lack of

demand but to lack of a

system for capturing it.

FINANCIAL

Strategic gaps show up

directly in the P&L as

foregone revenue. Two

turned-away projects at a

$2M-$5M mechanical

contractor represent a

material dent in top line and

in the gross margin those

jobs would have carried

(margins are healthy at 45-

60%, so the lost contribution

stings). The absence of a 3-

year plan also means capital

and hiring decisions are

made reactively, which

typically inflates cost per

hire and leaves crews

under-resourced during the

busy stretches that matter

most.

STRATEGIC

A buyer or lender reads red

3-year and 5-year goals plus

red quarterly planning as a

business that cannot

articulate where it is going

or prove it can execute a

plan without the founder.

Combined with critical

owner dependency, this

caps the multiple. You are

not selling a company, you

are selling Brad's judgment,

and judgment does not

transfer in diligence.

WHAT  GOOD  LOOKS  LIKE

For a Calgary-and-Front-Range mechanical contractor at $2M-$5M pushing past $5M,

dialled-in strategic direction means: a one-page 3-year plan naming the target revenue,

the target recurring-revenue mix (moving the current 20-40% toward a deliberate

goal), and the headcount to get there (second estimator, service coordinator named as

planned hires with dates). It means a 90-day quarterly planning session where those

goals become 3-to-5 objectives, each with a named owner from the leadership bench

and a number attached. It means a simple scoreboard, reviewed weekly, that every one
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of the 18 people can trace their work back to. The test: if Brad is out for a week, the

quarter's priorities still move because they belong to owners, not to him.

WHAT  DIALLING  THIS  IN  UNLOCKS

OPERATIONAL

A quarterly planning rhythm

converts three vague

ambitions into owned, dated

commitments. The second

estimator and service

coordinator stop being

wishes and become Q1

hiring milestones with an

owner. The team stops

guessing what matters and

Brad stops being the only

routing table for priorities,

which is the first structural

step toward him spending

time on growth instead of

dispatch.

FINANCIAL

Capturing even one of the

projects currently turned

away for lack of quoting

capacity recovers

meaningful six-figure

revenue at 45-60% margin.

Deliberately growing the

recurring maintenance base

from the current 20-40%

band lifts the quality and

predictability of earnings,

which in trades typically

smooths the cash-flow

whiplash Brad named and

reduces reliance on the line

of credit to fund payroll.

ENTERPRISE  VALUE

Strategic clarity is a direct

multiple lever. Moving from

red 3-year goals and no

quarterly rhythm to a

documented plan with an

operating cadence removes

a core diligence red flag and

supports meaningful

multiple expansion in the

0.3x-0.7x range for a

business this size, because

a buyer can now see a

transferable plan rather than

founder instinct. Paired with

a rising recurring-revenue

mix, this is the difference

between a project shop

valued on this year's

backlog and a platform

valued on repeatable

forward earnings.

RECOMMENDATIONS

1. Write a one-page 3-year plan: target revenue, target recurring-revenue mix, and the

named hires (second estimator, service coordinator) with dates. Keep it to one page so it

actually gets used.

1-2 weeks HIGH  IMPACT Owner: Founder & President

2. Run the first quarterly planning session with the Director of Finance and Director of

Operations. Turn the three 12-month goals into 3-to-5 owned 90-day objectives, each

with a named owner and a number.

1 month HIGH  IMPACT Owner: Founder & President
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3. Install a weekly 30-minute leadership scoreboard review against the quarterly objectives,

so priorities live with owners and not with Brad. Track objectives in a shared tool such as

ClickUp so progress is visible to all three leaders.

1 month HIGH  IMPACT Owner: Director of Operations

4. Assign a named owner and a written target for recurring maintenance-contract growth,

then build a simple pipeline for it, tied to the goal alignment gap the Director of Finance

flagged red.

1 quarter MEDIUM  IMPACT Owner: Founder & President

PATH  TO  THE  NEXT  LEVEL

Move from Insights toward Design by first getting the strategy out of Brad's head

and onto one page, that is the prerequisite for everything else. Second, stand up

the quarterly planning rhythm so the annual number becomes 90-day owned

objectives, this is the mechanism that converts intention into execution and it

depends on the plan existing first. Third, install the weekly scoreboard review with

the two directors so alignment stops depending on Brad relaying it verbally, which

directly attacks the red rating the Director of Finance gave goal alignment. Fourth,

once the cadence holds for two full quarters, extend the horizon: build the 3-year

revenue and recurring-mix targets into the annual plan so the business is steering

toward the $5M-plus vision on purpose rather than reacting to whatever job lands

next.

https://try.web.clickup.com/expansiveedge
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SECTION  4 CONTROLSHIFT: ACTIVATE Company Purpose & Culture

67

Alpine's culture is the strongest asset on the balance sheet, and right now
it's the only thing holding an under-systemised 18-person operation
together.

TEAM ALIGNMENT CHECK

You and 2 stakeholders disagree on at least one rating by two or more steps. Disagreement is
signal.

QUESTION
YOUR
RATING STAKEHOLDER RATINGS GAP

Commitment to purpose Established
Priya · In Progress

Marcus · Established
1 step

Team alignment with purpose &
values Established

Priya · Not Started

Marcus · In Progress
2 steps

Overall culture maturity Established
Priya · In Progress

Marcus · In Progress
1 step

FINDINGS

This is the highest-scoring

operational section in the

entire assessment at 67

(green), against an overall

score of 34. Brad rated

purpose_commitment,

team_alignment, and

culture_maturity all green,

and the values are specific

and operational rather than

wall-poster generic: 'Do it

right the first time,' 'Answer

the phone,' 'Leave the site

ROOT  CAUSES

(e) Founder bottleneck as

the transmission

mechanism for culture. The

values are strong precisely

because Brad is personally

present in every quote,

every dispatch decision,

and every quality dispute.

The culture is real, but it is

delivered by proximity to

the founder rather than by

a system that survives his

absence.

GAPS

The founder-stakeholder

divergence on

team_alignment (green vs

red vs amber) is

unaddressed and, until this

assessment, likely invisible.

The finance director

closing the books a month

behind and unable to report

job margin is almost

certainly experiencing a

different reality than Brad,

/100
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cleaner than we found it,'

'Look after your crew,' 'No

surprises on the invoice.'

These are the exact

behaviours that built the

reputation from one truck

to eighteen people.

The vision statement

explicitly names the core

problem the rest of this

report is about: 'building a

company that runs without

depending on any one

person.' The founder has

already articulated the

destination. The gap is that

the operating system

underneath it does not yet

exist.

Stakeholder triangulation

reveals a crack the founder

can't see. Brad rated

team_alignment green. The

Director of Finance rated it

red, and the Director of

Operations rated it amber.

That is a two-band

divergence between the

founder and his most

senior finance person on

whether the team is

actually pulling in one

direction.

The Director of Finance

also downgraded

purpose_commitment to

amber and culture_maturity

to amber, while the Director

of Operations held

purpose_commitment

green but pulled

culture_maturity to amber.

(c) No cadence or ritual

that reinforces values

independently of Brad.

There is no documented

onboarding

(customer_onboarding and

hr both red on

documentation), no

toolbox-talk rhythm that

ties daily work back to the

values, and no mechanism

to carry 'do it right the first

time' into a crew Brad isn't

standing next to.

(d) No measurement or

feedback loop on culture.

Team_alignment is self-

assessed green by the

founder but the leadership

team disagrees, which

means there is no shared

instrument for seeing

alignment. What Brad

experiences as alignment is

likely compliance-by-

presence, not distributed

ownership.

and that shows up as a red

alignment score.

The values are not codified

into hiring, onboarding, or

day-to-day operating

rituals. With a second

estimator and a service

coordinator about to be

hired (per the founder's

stated 6 to 12 month goals),

there is no documented

mechanism to transmit

these values to new people

who won't have twelve

years of Brad's field

standards in their heads.

Culture is doing the heavy

lifting that process and role

clarity should be doing.

'Look after your crew' is

currently the reason a

near-departure foreman

stayed. That's a strong

value but a fragile retention

strategy at 10-20%

turnover, especially with no

role charters and undefined

authority for field leads.

There is no articulated link

between the values and the

value proposition to clients.

'No surprises on the

invoice' is a brand promise

that depends entirely on

estimating and job-costing

accuracy, both of which

score red on

documentation and

visibility. The culture is

writing cheques the

operating system can't

reliably cash.
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The leadership layer sees

the culture as real but

under strain, not the

uniformly green picture

Brad reported.

The values live through the

founder, not through a

system. 'Answer the phone

at 2am' and 'No surprises

on the invoice' are Brad's

personal standards,

reinforced by his presence

on estimates, dispatch, and

every fire. This is why

culture scores green while

owner_dependency scores

critical red: they are two

sides of the same coin.

WHAT  THE  CURRENT  STATE  IS  COSTING  YOU

OPERATIONAL

The culture is currently what

keeps 18 people delivering

to standard, but it does so

by routing everything

through Brad. When he is

out, the values that hold

quality together (do it right

the first time, no surprises

on the invoice) lose their

enforcement mechanism,

which is exactly why the

founder's one wish is that

'the business could run a full

week without me in it.' A

near-departure by a key

foreman shows the retention

value ('look after your crew')

is real but personally

administered, not

systematised.

FINANCIAL

Strong culture is protecting

the healthy 45-60% gross

margin: crews that take

pride in clean work and

doing it right the first time

reduce rework, callbacks,

and warranty cost. But

because the values aren't

backed by documented

estimating and job costing,

'no surprises on the invoice'

is enforced by Brad's

personal review, not by a

repeatable process. That

personal review is a

throughput ceiling: two good

projects were turned away

last quarter because quotes

couldn't get out fast enough.

Culture is protecting margin

STRATEGIC

Culture is the one section a

buyer would score as an

asset rather than a liability,

but only if it can be shown to

persist without the founder.

As it stands, a diligence

team would read strong

values plus critical owner

dependency as evidence the

culture IS the founder, which

converts an asset into a key-

person risk. The founder-vs-

finance-director divergence

on alignment would surface

fast in management

interviews and undercut the

green self-assessment.
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while the founder bottleneck

is capping revenue.

WHAT  GOOD  LOOKS  LIKE

For an 18-person mechanical contractor at the $2M to $5M mark, a dialled-in culture

section means the five values are embedded into a written hiring scorecard, a

documented onboarding week (so new hires learn the standard from a system, not by

following someone around for a month, which is the Director of Operations' exact

complaint), and a recurring cadence, weekly toolbox talks or a Monday crew huddle,

that ties daily work back to 'do it right the first time' and 'leave the site cleaner than we

found it.' Alignment is measured, not assumed: a simple quarterly pulse so the founder

and the leadership team share one instrument instead of three private opinions.

Critically, the values show up in the operating system itself: 'no surprises on the

invoice' is guaranteed by a documented estimating process and job costing, not by

Brad personally checking every quote.

WHAT  DIALLING  THIS  IN  UNLOCKS

OPERATIONAL

Codifying the values into

onboarding and a weekly

crew cadence means quality

and client-service standards

survive Brad's absence and

transfer cleanly to the

incoming estimator and

service coordinator. New

hires reach the standard in

weeks instead of the month-

long shadowing the Director

of Operations describes, and

the near-miss foreman

departure becomes a

systematic retention practice

rather than a lucky save.

FINANCIAL

Protecting the 45-60%

gross margin at scale

depends on culture

surviving growth. In our

experience with trades

businesses at this size,

quality that varies by crew is

the single fastest way to

erode margin through

rework and callbacks.

Formalising the values into

crew-level standards

defends those margin points

as headcount grows past the

founder's personal reach,

and better retention avoids

the recruiting and ramp cost

that 10-20% turnover carries

in a tight skilled-trades

market.

ENTERPRISE  VALUE

This is the section that can

flip from neutral to a genuine

multiple-supporting asset. A

buyer pays a premium for a

culture that demonstrably

persists without the owner,

low turnover, documented

onboarding, values

embedded in hiring. But that

premium is only available

once owner dependency is

broken. Right now the strong

culture is inseparable from

Brad, so it reads as key-

person risk. Separate the

two, and this section stops

being a hidden liability and

starts contributing to

multiple expansion rather

than a discount.
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RECOMMENDATIONS

1. Run a 90-minute session with the Director of Finance and Director of Operations to

surface the team_alignment divergence directly (you rated it green, finance rated it red).

Ask what they're seeing that you're not. Treat the answer as data, not disagreement.

1-2 weeks HIGH  IMPACT Owner: Founder & President

2. Turn the five values into a one-page hiring scorecard and a documented first-week

onboarding checklist before the second estimator and service coordinator are hired, so

new people inherit the standard from a system rather than from Brad's shadow.

1 month HIGH  IMPACT Owner: Office Manager with Founder

3. Install a weekly crew huddle or toolbox talk that opens with one value in action from the

prior week (a clean site, a callback avoided, a crew member looked after). This transfers

value-reinforcement from the founder's presence to a repeatable ritual.

1 month MEDIUM  IMPACT Owner: Director of Operations

4. Capture the values, onboarding checklist, and crew standards in a single internal

knowledge home so they persist and scale. A tool like Trainual lets you tie each value to

the actual work standard and track that new hires have read and acknowledged it.

1 quarter MEDIUM  IMPACT Owner: Office Manager

5. Introduce a simple quarterly alignment pulse (5 questions, whole team) so you're

measuring culture instead of assuming it, and so the founder-vs-leadership gap on

alignment never goes invisible again.

1 quarter MEDIUM  IMPACT Owner: Founder & President

https://start.trainual.com/expansiveedge
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PATH  TO  THE  NEXT  LEVEL

You are at green (Established) on culture but it's founder-transmitted, which is the

ceiling. First, close the alignment blind spot: sit with your two directors and

understand why they rate team_alignment lower than you do, because you can't

systematise a culture you don't accurately see. Second, codify before you hire:

get the values into a hiring scorecard and a written onboarding week so the

incoming estimator and service coordinator inherit the standard from a system,

not from you. Third, install the weekly crew cadence so the values are reinforced

on a rhythm that runs whether or not you're on site. Fourth, connect the values to

the operating system, especially 'no surprises on the invoice,' by tying it to the

documented estimating and job-costing work happening elsewhere in this plan.

Do these in order and culture stops being the thing that only works because

you're standing there, and becomes the thing that lets you finally step off the

tools.
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SECTION  5 CONTROLSHIFT: DESIGN People & Structure

24

You have eighteen good people and almost no defined structure, which
means the org chart isn't a bottleneck, you are.

FINDINGS

Owner dependency is rated

red (a few days) and

confirmed identically by

both the Director of

Finance and Director of

Operations. This is not a

founder misperception; the

whole leadership layer

agrees the business stops

when Brad is gone.

Role charters and KPIs

assigned both scored red,

while org chart and defined

roles scored amber.

Translation: rough boxes

exist, but nobody has a

written mandate or a

number they own. Both

stakeholders scored

org_chart and

defined_roles LOWER (red)

than the founder, meaning

the structure is even less

real to the team than to

Brad.

The founder's own words:

'If I or the lead estimator is

out, quoting stops. Only

one technician knows the

ROOT  CAUSES

Founder bottleneck: Brad

came up on the tools and

never transferred decision

rights as the company grew

from one truck to eighteen

people. Authority never got

written down, so it

defaulted back to him.

No accountable owner for

structure itself: nobody has

been tasked with designing

roles, so responsibilities

accreted informally (the

office manager absorbing

dispatch, AR, and HR)

rather than being assigned.

No measurement: with KPIs

unassigned (red), there is

nothing for a role to be

accountable TO, so

charters would be hollow

even if written. Roles

without numbers collapse

back onto the founder

under pressure.

GAPS

No role charters: no written

mandate, decision rights, or

success measures for any

position. Everyone infers

their job.

No KPIs assigned: no role

owns a number, so

accountability lives in

Brad's head and gets

adjudicated by him case by

case.

Three key-person single

points of failure: estimating

(Brad + one estimator),

BAS/controls (one

technician), billing (office

manager only). Any one of

them out and a core

function halts.

Two structurally required

roles unfilled: second

estimator and service

coordinator. Until filled, the

founder and office

manager remain the

overflow valve.

Field leads have no written

authority on hiring or

purchasing, so those

/100
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controls programming, and

only the office manager

knows the billing system.'

That is three separate

single points of failure

across estimating, BAS,

and billing.

Role drift is explicit: 'The

office manager has drifted

into dispatch, AR, and HR

without any of it being

defined.' Field leads

'supervise crews but have

no written authority on

hiring or purchasing.'

Employee turnover scored

green (10-20%), and all

three respondents agree.

Retention is a genuine

asset here, the raw material

for a real management

layer already exists on

payroll.

The stated open roles, 'a

second estimator and a

dedicated service

coordinator,' are precisely

the two functions currently

absorbed by Brad and the

office manager, which is

why both are buried.

decisions escalate to Brad

by default.

WHAT  THE  CURRENT  STATE  IS  COSTING  YOU

OPERATIONAL

Every quoting decision,

dispatch conflict, and quality

dispute routes through one

or two people. The founder

confirmed the business

turned away two good

projects last quarter

FINANCIAL

Concentrated knowledge

caps throughput. At

$2M-$5M with 45-60%

gross margin, projects

declined because of

estimating capacity are pure

lost contribution margin. The

STRATEGIC

Owner dependency at 'a few

days' is the single largest

enterprise-value threat and

the first thing any buyer

probes. A business that halts

when the founder is out for a

week is valued as a job, not
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because quotes could not

go out fast enough, that is

lost revenue directly caused

by a structural gap, not a

market gap. A key foreman

nearly walked because

everything depends on Brad.

office manager splitting time

across dispatch, AR, and HR

means AR discipline

competes with firefighting,

which feeds the cash-flow

whiplash flagged elsewhere.

an asset, and typically

carries a heavy key-person

discount on the multiple.

WHAT  GOOD  LOOKS  LIKE

For a commercial mechanical contractor at this scale: a live org chart with named

owners for estimating, service coordination, field operations, and finance/admin. Each

role has a one-page charter (purpose, decision rights, 3-5 KPIs) stored in a shared tool

like Notion or Trainual. Field leads have written spend and hiring authority up to a

stated threshold. Estimating and BAS knowledge are documented and cross-trained

across at least two people each, so no single absence halts a function. Owner

dependency moves from 'a few days' to 'a few weeks' minimum.

WHAT  DIALLING  THIS  IN  UNLOCKS

OPERATIONAL

Brad is spending a large

share of his week on

estimating, dispatch, and

firefighting that a second

estimator and a service

coordinator would absorb. In

our experience with field-

service operations this size,

hiring and charter-ing those

two roles reclaims on the

order of 15-25 hours per

week of founder time within

two to three quarters, and

removes the 'quoting stops

when I'm out' failure that

cost real projects last

quarter.

FINANCIAL

Closing the estimating

capacity gap converts

declined projects back into

billable work. With healthy

gross margin, even one

recovered mid-size project

per quarter is meaningful

contribution. Freeing the

office manager to own AR

properly tightens the cash

cycle and reduces line-of-

credit reliance.

ENTERPRISE  VALUE

Reducing owner

dependency from 'a few

days' to institutional

resilience is the highest-

leverage move on the

multiple. Removing the key-

person discount and

demonstrating a functioning

management layer is

typically worth a meaningful

fraction of a turn on EBITDA

for a business this size, and

it is the precondition for any

credible exit or partial sale.

RECOMMENDATIONS



Expans i ve  EDGE

36 of 81

1. Draw the real org chart as it operates today (including the office manager's undefined

dispatch/AR/HR load), then draw the target chart with second estimator and service

coordinator boxes. Share both with the leadership team.

1-2 weeks HIGH  IMPACT Owner: Founder

2. Write one-page role charters for the five core seats (founder, estimating, service

coordination, field ops lead, finance/admin), each with purpose, decision rights, and 3-5

KPIs. Store in a shared knowledge tool.

1 month HIGH  IMPACT Owner: Founder + Director of Operations

3. Grant field leads written authority for purchasing and hiring up to a defined dollar

threshold, so those decisions stop escalating to the founder.

1 month MEDIUM  IMPACT Owner: Director of Operations

4. Cross-train a second person on BAS/controls and on the billing system to eliminate the

two documented single points of failure beyond estimating.

1 quarter HIGH  IMPACT Owner: Director of Operations

5. Hire the service coordinator first (highest-volume founder task load), then the second

estimator once the estimating process is captured enough to train against.

1 quarter HIGH  IMPACT Owner: Founder

PATH  TO  THE  NEXT  LEVEL

First, make the structure visible: draw current and target org charts so the gaps

are undeniable (they already are to your team, both stakeholders scored structure

red). Second, write charters and assign KPIs so each seat has a mandate and a

number, this is what makes delegation stick under pressure. Third, break the

single points of failure by cross-training BAS and billing while you hire the service

coordinator, because you cannot hand off estimating until it is documented.

Fourth, push spend and hiring authority to field leads so the daily escalations stop

landing on you. Do these in order: charters before hiring, cross-training before

you take a full week off.
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SECTION  6 CONTROLSHIFT: ACTIVATE Tech Stack & Tools

25

Your stack is four disconnected islands held together by re-keying, texting,
and whiteboards, and it's quietly capping how many jobs Alpine can run at
once.

FINDINGS

You run Jobber for service

scheduling and invoicing,

QuickBooks Online for

accounting, a shared

Google Drive for project

files, and spreadsheets for

estimating. Individually

these are fine tools. The

problem is your own words:

'Nothing is connected. We

re-key job data from

Jobber into QuickBooks by

hand.' That manual re-

keying is a tax you pay on

every single job.

You rated integration

maturity Red, and both

stakeholders independently

agreed. When the founder,

the Director of Finance, and

the Director of Operations

all land on Red for the same

field, that is not a

perception gap. That is a

shared, lived reality that

data does not move on its

own inside this business.

ROOT  CAUSES

Founder bottleneck (e): the

stack grew tool-by-tool as

fires appeared (Jobber for

scheduling, QuickBooks for

the accountant,

spreadsheets for quotes)

with no one owning the

question of how the tools

talk to each other. Nobody

was ever accountable for

the system, only for

individual tools.

No accountable owner for

the data layer (b): the office

manager has drifted into

dispatch, AR, and HR, but

no one owns 'is our job

data flowing cleanly from

quote to schedule to

invoice to margin report.'

Integration is nobody's job,

so it stays broken.

Premature reliance on

human memory over

systems (f): controls-in-

heads and estimating-in-

one-spreadsheet are not

tooling gaps, they are

GAPS

No single source of truth

for project status, margin,

and crew location. You said

it directly: 'There is no

single place to see project

status, margin, or who is

where on any given day.'

No integration between

Jobber and QuickBooks

Online, so job data is

manually re-keyed,

doubling data-entry effort

and introducing

transcription errors that

corrupt your margin

picture.

Estimating has no

standardized, shareable

tool, so quoting cannot be

delegated to a second

estimator even if you hired

one tomorrow.

Controls/BAS work has no

system of record, creating

an acute key-person risk

on your highest-skill

service line.

/100
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CRM, project management,

and finance maturity all sit

at Amber from your seat,

but the Director of

Operations rated project

management Red. That

split matters: you think PM

tooling is partially working;

the person actually running

delivery says it isn't. In a

trades business at

$2M-$5M, PM tooling is

where job margin either

gets protected or leaks

away.

Estimating lives in

'spreadsheets that only I

fully understand.' This is

the single most dangerous

line in the whole tech

section. Your quoting

engine, the front door to

every dollar of revenue, is a

black box with one key

holder. That is why you told

us you turned away two

good projects last quarter:

the constraint isn't

demand, it's that the

estimating tool and the

estimator are the same

person.

Controls and BAS work is

'tracked in the technicians'

heads.' Your highest-skill,

highest-margin service line

has zero system of record.

If the one technician who

knows the controls

programming leaves, the

knowledge leaves with

them. There is no tool

decisions (mostly

unconscious) to keep

knowledge in people rather

than in systems. That felt

cheaper early. At 18 people

it's now the ceiling.

Dispatch has no digital

scheduling board, so field

visibility depends on

physical presence and text

threads.
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capturing it because there

is no process capturing it.

Dispatch runs on 'a lot of

texting and whiteboards.'

At 18 people with new-

build, tenant-improvement,

service agreements, and

24/7 emergency work

running simultaneously, a

whiteboard cannot show

you who is where, what's

at risk, or what's coming. It

only shows today, and only

to whoever is standing in

front of it.

WHAT  THE  CURRENT  STATE  IS  COSTING  YOU

OPERATIONAL

Every job gets entered

twice, once in Jobber, once

in QuickBooks, which is pure

duplicated labor that scales

linearly with volume.

Dispatch by text and

whiteboard means the office

manager and you are the

routing algorithm; when

you're both busy, jobs stall.

Because there is no live

project view, you cannot

answer 'how is job X

tracking on margin?' until it's

closed, so problems surface

only after the money is

spent. New hires can't self-

serve on where anything is,

so onboarding drags and

every question routes back

to a handful of people.

FINANCIAL

You reported 45-60% gross

margin, healthy for

commercial mechanical, but

you are largely flying blind

on where that margin

actually lands per job

because Jobber and

QuickBooks don't reconcile

automatically and estimating

lives outside both. Manual

re-keying is a hidden cost: in

field-service operations at

this scale, double-entry and

reconciliation typically

consume several hours of

office time per week that

produce zero client value.

More importantly, the lack of

live job-cost visibility means

margin erosion on a bad job

is invisible until it's already

banked, so there is no

STRATEGIC

A disconnected, single-key-

holder stack is a direct scale

limiter and a diligence flag. A

buyer or lender looking at

Alpine sees estimating that

only the founder

understands and controls

knowledge held in one

technician's head, both of

which read as key-person

risk that no CRM logo can

offset. The stack as it stands

cannot support the jump

past $5M: it already forced

you to turn away two

projects because the

quoting constraint is human,

not digital.
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chance to intervene mid-

project.

WHAT  GOOD  LOOKS  LIKE

For a commercial mechanical contractor at $2M-$5M with 18 people, a dialled-in stack

looks like this: one field-service platform (Jobber can stay if it fits) integrated to

QuickBooks Online so job data flows once and reconciles automatically, no re-keying. A

standardized estimating template or dedicated estimating tool that any trained

estimator can run, not a private spreadsheet. A live digital dispatch and project board

(ClickUp for a deeper ops hierarchy across new-build, TI, service, and emergency, or

Monday.com if you want a simpler visual schedule) that shows every crew, every job,

and its status on one screen. Controls and BAS work documented in a knowledge

system (Whale for always-on process knowledge that field techs actually reference) so

it survives any one technician leaving. And a basic job-cost dashboard the Director of

Finance can pull weekly.

WHAT  DIALLING  THIS  IN  UNLOCKS

OPERATIONAL

Integrating Jobber to

QuickBooks and killing

manual re-keying typically

recovers several hours of

office admin per week in

field-service operations at

this size, plausibly 4-8 hours

weekly once double-entry

and reconciliation are

automated. A live dispatch

board removes the founder

and office manager from

being the routing engine,

freeing another meaningful

block of daily coordination

time. Standardized

estimating means a second

estimator can actually be

productive, turning quoting

FINANCIAL

Live job-cost visibility lets

you catch margin erosion

during a job instead of after

it, which in trades most often

protects 1-3 points of gross

margin that currently leaks

unnoticed on the jobs that

go sideways. On $2M-$5M

revenue at 45-60% gross

margin, protecting even a

single point of margin is real

money you're currently not

seeing. Recovered office

hours also defer or avoid

your next admin hire.

ENTERPRISE  VALUE

Connected systems with a

single source of truth and a

documented estimating and

controls knowledge base

directly reduce the key-

person and 'can't-see-the-

numbers' discounts a buyer

applies. Moving integration

from Red toward Green,

paired with the estimating

handoff, is one of the

cleaner multiple-defense

moves available to you: it

converts 'the founder is the

system' into 'the system is

the system,' which is exactly

what a buyer pays a

premium for.
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from a founder-only choke

point into a two-lane road.

RECOMMENDATIONS

1. Connect Jobber and QuickBooks Online with a native or middleware integration so job

and invoice data flows once and stops being re-keyed by hand. Assign one person to

own the data flow and verify reconciliation weekly.

1 month HIGH  IMPACT Owner: Director of Finance

2. Convert the founder's private estimating spreadsheet into a standardized, documented

estimating template with locked formulas, labor and material rate tables, and a written

how-to, so a second estimator can run it without the founder in the room.

1 quarter HIGH  IMPACT Owner: Founder & President

3. Stand up a live digital dispatch and project board (ClickUp or Monday.com) that shows

every crew, every active job, and its status in one place, retiring the whiteboard and the

ad-hoc text threads.

1 month HIGH  IMPACT Owner: Director of Operations

4. Capture controls and BAS programming knowledge into a shared knowledge system

(Whale) with a standing task to document each new controls job, removing the single-

technician key-person risk on your highest-skill line.

1 quarter MEDIUM  IMPACT Owner: Director of Operations

5. Build a one-page weekly job-cost dashboard pulling from the integrated

Jobber/QuickBooks data so margin per job is visible while the job is still open.

1 quarter HIGH  IMPACT Owner: Director of Finance

https://try.web.clickup.com/expansiveedge
https://try.monday.com/ExpansiveEDGE
https://invite.usewhale.io/ExpansiveEDGE
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PATH  TO  THE  NEXT  LEVEL

First, integrate Jobber and QuickBooks and name a single owner for the data flow,

this stops the bleeding of double-entry and is the foundation everything else sits

on. Second, once data flows cleanly, extract the estimating spreadsheet into a

standardized template, because a second estimator (which you already said you

need) is worthless without a tool they can actually operate. Third, put dispatch on

a live board so field visibility no longer depends on you or the office manager

being physically present. Fourth, once those systems hold real-time data, layer a

weekly job-cost dashboard on top so margin becomes something you steer

during the job, not autopsy afterward. Sequence matters here: the integration

must come before the dashboard, and the estimating tool must come before you

hire the estimator.
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SECTION  7 CONTROLSHIFT: CODIFY Process Maturity & Workflows

33

Your best processes live in three people's heads, and every single one of
them reports to you, which is exactly why the business can only run 'a few
days' without you.

FINDINGS

Safety and compliance is

your standout: green on

process, green on

documented, green on

maturity. For a mechanical

contractor across Calgary

and the Front Range, that is

the single most valuable

thing you have built.

Incidents destroy trades

valuations, and you have

removed that landmine.

Protect it.

Field ops is green on

existence and green on

overall, but only amber on

documented. The work

gets done well, but the

standard lives in your

foremen, not on paper.

Your Director of Operations

named this directly: 'Every

new hire learns by

following someone around

for a month because

nothing is written down.'

That is a month of unbilled

shadowing per hire and

quality that drifts by crew.

ROOT  CAUSES

Founder bottleneck (e): the

processes that matter most

(estimating, sales,

dispatch, cash oversight)

were built by you, on the

tools, and never

externalised because you

were always faster doing

them than writing them

down.

No accountable owner (b):

HR, admin, and project

management have no

named owner, so no one is

responsible for

documenting or

maintaining them. The

office manager absorbs the

orphaned functions and

none get done to standard.

No cadence or discipline

(c): there is no recurring

rhythm for capturing and

reviewing SOPs, so

documentation only

happens reactively, usually

after something breaks.

GAPS

No documented estimating

process. The single

spreadsheet 'only I fully

understand' is the highest-

value undocumented asset

in the company and the

direct cause of lost bids.

No documented

delivery/field-ops SOPs, so

onboarding is a month of

shadowing and quality

varies by foreman.

No documented

close/finance process, so

job margin is invisible until

jobs are complete and the

books lag a month.

No documented PM

handoffs between

estimating, dispatch, and

the field, the seams where

trades projects bleed

margin.

No HR playbook at all,

hiring, onboarding, and

people admin run ad hoc

through an already-buried

office manager.

/100
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Sales: process exists

(green on exists) but red on

documented. You have a

repeatable way of winning

work, but it is

undocumented and it runs

through you. This is the

mechanism behind 'we

turned away two good

projects last quarter

because I could not get

quotes out fast enough.'

The sales engine is a Brad

engine.

Operations and project

management both show

the same fracture:

operations exists (green)

but is red on documented;

project management is

amber on exists and red on

documented. Your Director

of Operations rated project

management red outright,

worse than you did. When

the person running delivery

scores your PM discipline

lower than you do, the gap

is bigger than you think.

Finance playbook is amber

on exists, red on

documented, and your

Director of Finance rated it

red on both exists and

documented. She is closing

the books a month behind

and cannot tell you job

margin until the job is long

over. The finance function

is running on memory and

heroics, not a written close

process.

Premature scaling on an

undocumented base (f):

you grew from one truck to

18 people on word of

mouth and craftsmanship,

which worked, but the

operating system never

grew with the headcount.

The docs stopped at

safety.

Quality assurance and field

ops exist but are not

written, meaning both

evaporate under growth

pressure.
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HR is your weakest

playbook: red overall,

amber on exists, red on

documented. Both

stakeholders independently

rated HR red. This matches

section 5, where the office

manager has 'drifted into

dispatch, AR, and HR

without any of it being

defined.' You have no HR

process because no one

actually owns HR.

Quality assurance is green

on process and green on

exists but only amber on

documented. Same pattern

as field ops: the quality bar

is real but tribal. It holds

today because the same

people are on the tools. It

will crack the moment you

hire the crews you need to

hit $5M.

Marketing, admin, and

customer onboarding all sit

amber on exists and red on

documented, a consistent

signature across the whole

business: things happen,

nothing is written down.

Across all 11 playbooks, the

pattern is unmistakable:

you rate 'exists' far higher

than 'documented'. Six

playbooks are red on

documentation. Only safety

is fully green across the

board. This is a business

that knows how to do the

work and has written

almost none of it down.
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WHAT  THE  CURRENT  STATE  IS  COSTING  YOU

OPERATIONAL

Every new hire costs you

roughly a month of low-

productivity shadowing

because there is nothing

written to hand them.

Quoting stops when you or

the lead estimator is out.

Quality is consistent today

only because the same

foremen are on every job;

the moment you add crews

to reach $5M, the standard

fragments. Your Director of

Operations and Director of

Finance both independently

flagged that 'everything still

waits on Brad,' which means

the documentation gap is

not a paperwork problem, it

is the daily throttle on

throughput.

FINANCIAL

You are already leaving

money on the table: two lost

projects last quarter

because quotes could not

go out fast enough. At 2m-

5m revenue with 45-60%

gross margin, a single mid-

six-figure project carried at

that margin is real EBITDA

walking out the door

because the estimating

process cannot scale past

one person. Undocumented

finance means job margin is

invisible until close, so you

cannot catch a job bleeding

until it is over. Onboarding

drag (a month of shadowing

per hire, at 10-20% turnover

across 18 people) is unbilled

labour cost buried in your

overhead.

STRATEGIC

Six red documentation

scores across your

playbooks is a diligence red

flag in plain sight. A buyer

reads undocumented

estimating plus

undocumented delivery plus

'a few days' owner

dependency as one thing:

the business is the founder.

That caps your multiple hard

regardless of how healthy

your margins look. Your one

genuine strategic asset here,

fully documented safety and

compliance, is the exact

thing a trades buyer pays a

premium for, and it proves

you can document to

standard when you decide

to.

WHAT  GOOD  LOOKS  LIKE

For a commercial mechanical contractor at 2m-5m heading for $5M, dialled-in looks

like: a documented estimating workflow (inputs, markup logic, review gate, sign-off

authority) that a trained second estimator can run without you; field-ops and QC

checklists published where every foreman accesses them from the truck, so a first-

year hire produces the same clean, code-compliant work as your best lead; a written

PM playbook that defines the handoff from estimate-won to dispatch to closeout; a

documented month-end close so finance is current, not a month behind; and an HR

playbook covering hire-to-onboard. Safety stays your gold standard and becomes the

template for how you document everything else. Every playbook has a named owner

and a quarterly review date. A tool like Trainual for formal onboarding and compliance

training, or Whale for always-on process knowledge the crews actually reference in the

field, turns those docs from a dead Google Drive folder into something people use.
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WHAT  DIALLING  THIS  IN  UNLOCKS

OPERATIONAL

Documenting estimating

alone lets you train the

second estimator you

already said you need,

which reverts 'quoting stops

when I'm out' and stops you

turning away winnable work.

Documented field-ops and

QC checklists cut new-hire

ramp from a month of

shadowing to structured

onboarding, and hold quality

flat as you add crews.

Across the business, moving

six red playbooks to

documented typically claws

back 8-15 hours a week of

founder time now spent

answering questions only

you can answer.

FINANCIAL

Recovering even one of the

two lost projects per quarter

at 45-60% gross margin is

materially additive EBITDA at

your revenue scale. A

documented close gives you

real-time job margin, which

in trades typically surfaces

2-4 points of margin leakage

that is currently invisible

until jobs are done. Faster

onboarding and less

shadowing reduces

overhead drag on every new

hire.

ENTERPRISE  VALUE

This is where documentation

pays the biggest multiple. In

service and trades

businesses at this scale,

moving from founder-in-the-

head processes to

documented, transferable

playbooks is worth on the

order of 0.5x-1x on the

earnings multiple, because it

directly retires the key-

person discount that 'a few

days' owner dependency

triggers in diligence.

Documented estimating,

delivery, and finance are the

three things a buyer stress-

tests first. Your already-

green safety documentation

proves you can hit that bar;

extending it to the other

playbooks converts a

business a buyer discounts

into one they can actually

operate without you.

RECOMMENDATIONS

1. Document the estimating process end to end: inputs, markup logic, review gate, and

sign-off authority. Turn the spreadsheet 'only you understand' into a written workflow a

trained estimator can run. This is your single highest-value SOP.

1 month HIGH  IMPACT Owner: Founder (Brad), then hand to second estimator

2. Convert your green safety documentation into the template for field-ops and QC. Build

crew-level checklists (install, retrofit, closeout) published where foremen access them

from the truck via a tool like Whale.

1 quarter HIGH  IMPACT Owner: Director of Operations

https://invite.usewhale.io/ExpansiveEDGE
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3. Write the month-end close process with the Director of Finance so the books stop

lagging a month and job margin becomes visible before jobs close.

1 month HIGH  IMPACT Owner: Director of Finance

4. Document the project-management handoff: estimate-won to dispatch to closeout,

naming who owns each step. This is where trades projects leak margin.

1 quarter MEDIUM  IMPACT Owner: Director of Operations

5. Stand up a basic HR playbook (hire, onboard, people admin) and assign an owner, so it

stops living unowned inside the office manager's overloaded plate.

1 quarter MEDIUM  IMPACT

Owner: Founder, then the new service coordinator or office manager with defined charter

6. Pick a single home for process knowledge (Trainual for formal onboarding and

compliance, or Whale for always-on field reference) so SOPs are used, not buried in

Google Drive.

1 month MEDIUM  IMPACT Owner: Director of Operations

PATH  TO  THE  NEXT  LEVEL

First, document estimating, because it is your worst bottleneck and it unlocks the

second-estimator hire you already flagged as a top-three goal; nothing else

moves the needle faster. Second, use your green safety documentation as the

proven template and extend it to field-ops and QC checklists, so quality survives

the crews you will add on the way to $5M. Third, close the finance-documentation

gap with your Director of Finance so job margin is visible in real time, not a month

late. Fourth, install a quarterly SOP review with a named owner per playbook, so

documentation becomes a maintained system rather than a one-time push, which

is exactly the discipline that took safety from a task to a standard.

https://start.trainual.com/expansiveedge
https://invite.usewhale.io/ExpansiveEDGE
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SECTION

8

CONTROLSHIFT:

OVERSIGHT Financial Visibility & Planning

20

You have a healthy 45-60% gross margin and no ability to see it in real
time, which means you are running a profitable business half-blind and
funding payroll from your line of credit to prove it.

FINDINGS

The single loudest signal

here is the contradiction

between margin and

visibility: gross_margin is

green (45-60%) but

financial_visibility,

financial_dashboard,

cash_flow_forecasting,

budgeting_process, and

financial_kpis are all red.

You are making good

money and cannot see it

until the job is long gone.

Brad's own words: 'Cash-

flow whiplash. Three big

jobs land in the same

month and then we hit a

dry spell, and I end up

funding payroll from the

line of credit because I

cannot see what is coming.

I have no forecast.' That is

not a profitability problem.

That is a visibility and

timing problem, and it is

costing you interest on the

LOC every month a

ROOT  CAUSES

No accountable owner for a

forward-looking financial

function. The Director of

Finance is stuck in month-

behind bookkeeping mode,

not forecasting mode,

because nobody has

redefined the role from

'close the books' to 'tell us

what is coming'.

No cadence or discipline:

reviews happen when Brad

has a spare hour, not on a

fixed weekly and monthly

rhythm, so the numbers

never become a decision-

making tool.

Disconnected systems

(section 6

integration_maturity is red):

job data is re-keyed from

Jobber into QuickBooks

Online by hand and

estimating lives in

spreadsheets only Brad

fully understands. You

cannot forecast cash or

cost jobs when the source

GAPS

No 13-week rolling cash-

flow forecast, the exact

instrument that solves the

whiplash Brad named as

his biggest financial

challenge.

No financial dashboard: no

single place to see cash

position, WIP, project

margin, or AR aging without

waiting for a month-end

close.

No job-level margin

tracking per project or per

crew, which for a

mechanical contractor is

the core profitability lever

and a top-three archetype

priority.

No budget or annual plan to

measure actuals against,

so variance analysis is

impossible and every

surprise is a surprise.

Month-end close running

roughly a month behind,

meaning decisions are

/100
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forecast would have

prevented.

Your Director of Finance is

blunter than you are on this

section. Where you rated

financial_reporting amber,

they rated it red, and they

added: 'I am closing the

books a month behind and I

cannot tell Brad what our

margin was on a job until it

is long over.' The person

closest to the numbers is

telling you the reporting is

worse than you think.

pl_reviewed is amber (you

look at the P&L sometimes)

but

balance_sheet_reviewed is

red and financial_kpis is

red. You are glancing at

revenue and profit after the

fact with no leading

indicators, no WIP view,

and no forward-looking

cash picture. For a project-

driven mechanical

contractor, that is flying the

aircraft by looking out the

back window.

regular_financial_reviews is

amber from you but red

from Finance. That gap

means the reviews that do

happen are informal,

founder-driven, and not a

real cadence. When

Finance says there is no

rhythm and you say there

sort of is, the honest read

is there is no rhythm.

data lives in three

unconnected places and

one head.

Founder bottleneck on the

source of truth: estimating

spreadsheets only Brad

reads mean project-level

margin cannot be tracked

or forecast by anyone else,

so financial visibility is

structurally trapped behind

him.

made on data that is 30-

plus days stale.

No leading financial KPIs

(bid win rate, revenue per

crew, backlog coverage,

DSO), only lagging P&L

glances after the fact.
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The financial_input_method

was revenue_margin with

net_profit_margin at 10-

15% and

owner_compensation of

$165,000. On a $2M-$5M

revenue base that is a real

business throwing off real

profit, which makes the

absence of a forecast and

job-costing view more

expensive, not less. You

have earnings worth

protecting and no

instrument panel protecting

them.

WHAT  THE  CURRENT  STATE  IS  COSTING  YOU

OPERATIONAL

Brad and the Director of

Finance are both buried in

the same blind spot. Brad

funds payroll from the LOC

in dry spells because he

cannot see the pipeline of

cash; Finance closes the

books a month late so no job

margin is known while it can

still be corrected. Every

pricing, hiring, and go/no-go

decision is made on gut and

stale data. When three jobs

stack in one month, there is

no forward view to smooth

crew and cash allocation, so

the crunch lands on Brad

personally.

FINANCIAL

You are carrying LOC

interest that a forecast

would largely eliminate, and

you have no ability to catch

a job bleeding margin until it

is closed and the money is

gone. With a green 45-60%

gross margin and 10-15%

net, the gap between gross

and net is where

undocumented, untracked

cost is leaking. In service

businesses at this scale,

project margin fade of even

a few points on a handful of

jobs a year, invisible without

job costing, quietly erases a

meaningful slice of that 10-

15% net.

STRATEGIC

This is the section that most

directly caps what a buyer

will pay. A diligence team

opening the books finds a

month-behind close, no

dashboard, no forecast, no

budget, and estimating logic

that lives in the founder's

head. That is not a small

ding. It converts real

earnings into unverifiable

earnings, and unverifiable

earnings get discounted

hard.

WHAT  GOOD  LOOKS  LIKE
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For a $2M-$5M commercial mechanical contractor, dialled-in finance means: a 13-

week rolling cash-flow forecast Brad reviews every Monday morning; month-end close

inside 10 business days; a live dashboard showing cash position, AR aging, WIP,

backlog, and margin by open project; job costing that reports actual vs estimated

margin per project and per crew so a fading job gets caught while it can still be fixed;

an annual budget with monthly actual-vs-plan variance; and a Director of Finance

whose job has been redefined from bookkeeper to forward-looking controller. The

estimating logic is out of Brad's spreadsheets and into a shared, documented model.

Client concentration and recurring-revenue mix are tracked as standing metrics, not

afterthoughts.

WHAT  DIALLING  THIS  IN  UNLOCKS

OPERATIONAL

A 13-week forecast ends the

payroll-from-LOC scramble

Brad named as his number

one financial pain, and it

does it in the first month.

Job costing per crew gives

foremen and Brad a live read

on which projects are

healthy, turning quality and

margin control from a post-

mortem into an in-flight

adjustment. A 10-day close

means decisions run on data

that is days old, not a month

old.

FINANCIAL

Cutting LOC reliance saves

the interest you are currently

paying to bridge invisible

timing gaps. Catching even

one or two margin-fading

jobs a year through job

costing protects a real chunk

of the 10-15% net.

Tightening the close and

adding a budget typically

surfaces 1-2 points of

recoverable margin in

businesses at this stage

through cost leakage that

was previously invisible. On

your revenue base those

points are not rounding

errors.

ENTERPRISE  VALUE

This is the highest-leverage

valuation move in the entire

report. Right now a buyer

sees green margins they

cannot verify, a founder-

owned estimating model,

and no forward visibility, that

combination triggers a

Quality of Earnings discount

and often a chunk of

purchase price shifted into

an earn-out. Installing clean

monthly reporting, a 13-

week forecast, job-level

margin history, and a

budget-to-actual rhythm is

what moves you from 'trust

me on the numbers' to 'here

is the proof.' In service

businesses at this scale,

verifiable, well-instrumented

financials versus opaque

ones can swing the multiple

by roughly 0.5x to 1.0x of

EBITDA and can be the

difference between full price

at close and half the money
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hanging on future

performance. Paired with

lifting recurring revenue

above the current 20-40%

band and diversifying the

25-50% top-client

concentration, the financial

infrastructure is what lets a

buyer actually believe the

diversification story you tell

them.

RECOMMENDATIONS

1. Build a 13-week rolling cash-flow forecast in a spreadsheet this month: known

receivables in, payroll and payables out, weekly by week. Brad reviews it every Monday.

This is the direct fix for the whiplash he named.

1-2 weeks HIGH  IMPACT Owner: Director of Finance

2. Redefine the Director of Finance role from 'close the books' to 'controller': owner of the

forecast, the dashboard, and monthly close. Write the role charter (section 5 rated

role_charters red) so this is real and not another undefined stretch.

1 month HIGH  IMPACT Owner: Founder & President

3. Stand up a one-page financial dashboard: cash position, AR aging, WIP, backlog

coverage, and margin by open project. Start manual if you must; the discipline matters

more than the tooling in month one.

1 month HIGH  IMPACT Owner: Director of Finance

4. Implement job costing per project and per crew inside QuickBooks Online with proper

class/job tracking, and use Dext to automate receipt and payables capture so cost data

lands accurately and the month-end close tightens toward 10 days.

1 quarter HIGH  IMPACT Owner: Director of Finance

5. Connect Jobber to QuickBooks Online so job data stops being re-keyed by hand (section

6 integration_maturity is red). Manual re-keying is both a labor cost and an error source

that corrupts every downstream number.

1 quarter MEDIUM  IMPACT Owner: Director of Finance

6. Build a simple annual budget and a monthly actual-vs-plan variance review. Add standing

tracking of client concentration and recurring-revenue mix so the 25-50% top-client and

20-40% recurring numbers are managed, not just observed.

https://join.dext.com/expansiveedge
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1 quarter MEDIUM  IMPACT Owner: Founder & President

PATH  TO  THE  NEXT  LEVEL

First, build the 13-week cash forecast, it is the fastest relief and it changes Brad's

Monday from reactive to informed. Second, redefine the Finance role and install a

fixed weekly forecast review plus a monthly close-and-review cadence, because

a forecast nobody owns dies in week three. Third, get job costing live in

QuickBooks Online and connect Jobber so project margin becomes visible per

crew while jobs are still open, this depends on the role being redefined first so

someone actually owns it. Fourth, layer on the budget and variance review so you

are measuring against a plan, not just watching the past scroll by. Do these in

order: the forecast buys immediate breathing room, the role and cadence make it

durable, and job costing plus budgeting turn the whole function into the verifiable

earnings story a buyer will pay a premium for.



Expans i ve  EDGE

55 of 81

SECTION  9 CONTROLSHIFT: INSIGHTS Final Questions & Reflection

100

You already know the diagnosis: 'the business could run a full week without
me' is the whole engagement in one sentence.

FINDINGS

Brad rated readiness as

'fully_ready' and put

$25K-$50K on the table,

which for a $2M-$5M

contractor is a serious, not

token, commitment. This is

not a founder testing the

water.

The one_wish, 'that the

business could run a full

week without me in it,'

names the exact critical

metric flagged Red: owner

dependency at 'a few days.'

The founder has correctly

self-diagnosed the #1 threat

to enterprise value.

The stated

biggest_financial_challenge,

cash-flow whiplash funded

off the line of credit with

'no forecast,' lines up

precisely with the Red

scores across

cash_flow_forecasting,

financial_dashboard, and

budgeting. The founder

feels the pain the numbers

predict.

ROOT  CAUSES

High self-awareness paired

with no dedicated time or

owner to execute the fix.

The founder sees the

problem clearly but is too

buried in estimating and

dispatch to build his way

out of it. That is the

founder-bottleneck root

cause showing up even in

the reflection section.

GAPS

The budget and readiness

are real, but there is no

named internal owner for

the transformation itself.

Left to Brad's spare hours,

it competes with quoting

and loses.

The expected_results

describe outcomes (hires,

forecast, documented

processes) but not the

sequence or the first 30

days. Commitment without

a starting move stalls.

/100
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The expected_results are

specific and sequenced:

second estimator and

service coordinator hired,

core processes written

down, a 13-week cash

forecast he actually looks

at, and time shifted from

dispatch to growth. This is

a workable 6 to 12 month

scope, not a wish list.

WHAT  THE  CURRENT  STATE  IS  COSTING  YOU

OPERATIONAL

The founder is carrying

estimating, dispatch, and

cash-watching at once,

which is why turning away

two good projects last

quarter and nearly losing a

key foreman both trace back

to the same overloaded

person.

FINANCIAL

Cash funded from the line of

credit during dry spells is a

real interest cost and a real

risk. With no 13-week view,

the business is flying the

cash position by feel.

STRATEGIC

Readiness this high is an

asset. The risk is not

willingness, it is that the

founder tries to do the

transformation in the same

week he does everything

else, and it never gets

airborne.

WHAT  GOOD  LOOKS  LIKE

For a mechanical contractor at this scale, dialled-in readiness means the $25K-$50K is

committed against a named plan with a start date, a single internal owner for the build

(likely the Director of Operations), and a monthly checkpoint where Brad reviews

progress the same way he reviews a project. The one_wish becomes a test he can

actually run: he books a week away in month nine and the business holds.

WHAT  DIALLING  THIS  IN  UNLOCKS

OPERATIONAL

Converting stated readiness

into a scheduled program

means the second estimator

and service coordinator get

hired on purpose, not in a

FINANCIAL

A 13-week forecast alone

typically ends the line-of-

credit surprises and gives

the founder a week or two of

ENTERPRISE  VALUE

A founder who can name his

own key-person risk and is

funding the fix is exactly

what a buyer wants to see.

Execution on this scope
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panic, and Brad's week

starts emptying of $50/hour

work.

warning on every payroll

crunch.

moves the owner-

dependency discount from a

deal-breaker toward a

manageable, documented

transition.

RECOMMENDATIONS

1. Name a single internal owner for the ControlShift build (Director of Operations is the

natural fit) and block one recurring half-day per week for it, protected from dispatch.

1-2 weeks HIGH  IMPACT Owner: Founder & President

2. Commit the $25K-$50K against a written 90-day plan with the two hires (second

estimator, service coordinator) and the 13-week forecast as the first three milestones.

1 month HIGH  IMPACT Owner: Founder & President

3. Set the month-nine test now: book a full week out of the business and let it act as the

deadline that keeps the program honest.

1 quarter MEDIUM  IMPACT Owner: Founder & President

PATH  TO  THE  NEXT  LEVEL

Start by converting readiness into a dated plan: one owner, one recurring working

block, three named milestones. Next, front-load the two hires that pull the most off

Brad and the office manager, because every other improvement gets easier once

quoting and service coordination stop routing through two people. Then install the

13-week forecast so cash stops being a monthly surprise. Finally, book the week

away as the live test of the one_wish, and treat whatever breaks that week as the

punch list for the following quarter.
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Operational Maturity

Basic systems are forming and the reputation is real, but execution still depends on a few key

people and almost nothing is documented, so the business cannot yet run without its founder.

At a score of 34, Alpine is in the Establishing band: you have outgrown the single-truck survival

stage and built a genuine 18-person operation with strong margins, safety, and culture, but the

operating infrastructure has not kept pace with the revenue. For a $2M-$5M trades and field

services business, this is the classic and dangerous middle: too big to run on the founder's

memory, not yet built to run without it. The growth from the $500K-$1M band to $2M-$5M

happened faster than the systems could follow.

WHAT  TO  PRIORITIZE

The move from Establishing to Scaling for Alpine is not more effort, it is transfer and

visibility. First, take the two functions that stop when you leave, estimating and dispatch,

and give each a named owner plus a written playbook so the knowledge stops living only

in your head and the office manager's. Second, install financial visibility: a 13-week cash

forecast and real-time job costing so you and your Director of Finance can see margin

and cash before the fact, not a month after. Both of your directors independently flagged

exactly this, your Finance lead wants visibility before adding any volume and your

Operations lead wants documented processes so quality stops slipping when you get

busy. When your own leadership team is pointing at the same two gaps you are, the

sequence is obvious: document and delegate the founder-dependent work first, put

numbers under it second, then grow into the headroom that creates.

0-24

Developing
25-54

Establishing
You are here

55-79

Scaling
80-100

Optimized
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The Vision
Where you could be. What you could do with the time

back.
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Where You Could Be · Future State Vision

The business transformed

Start with the estimating desk, because that is the choke point that cost you two good projects

last quarter. By this time next year, a second estimator is trained and quoting off a standard

template that no longer lives only in your head. Your win rate is no longer capped by how many

nights you can stay up building spreadsheets. That single change moves you from turning work

away to choosing which work to take, which is the difference between a $2M-5M contractor and

one clearing $5M.

The office manager is no longer three jobs stitched into one person. Dispatch and service

coordination sit with a dedicated service coordinator, AR and billing sit inside a defined finance

function, and the field leads have written authority on what they can purchase and who they can

bring on. That is the People pillar going from red role charters to actual ownership. When a

foreman knows he can approve a $2,000 material order without calling you, you stop being the

switchboard for every job site decision.

The financial rhythm is the biggest felt change. Today your Director of Finance is closing the

books a month behind and cannot tell you a job's margin until it is long over. By the twelve month

mark you have a 13-week cash forecast you actually open every Monday, job costing that tells

you crew-level profitability while the job is still live, and a monthly close that lands inside a week.

The cash-flow whiplash you described, funding payroll off the line of credit because three jobs

landed in one month, becomes a forecast you saw coming six weeks out. To a buyer or a lender,

that shift alone changes the conversation from 'owner-run trades shop' to 'managed business

with financial controls.'

What this unlocks

Once quoting, dispatch, and cash no longer route through you, you have the two things you do

not have today: capacity and predictability. Capacity lets you chase the recurring maintenance

Twelve months from now, Alpine runs a full week without Brad
in it: quotes go out, crews get dispatched, and cash gets
watched, all without a text to the President.

“
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contracts that lift you off the project-driven revenue swings and push your recurring base above

the 20-40% band toward something a buyer pays a premium for. Predictability lets you take on

the larger commercial GC work without gambling the line of credit on it.

That combination is what turns 'grow past $5M' from a hope into a plan. It also quietly rebuilds

enterprise value: every dependency you remove from your own name, every process you move

from a foreman's memory into a documented standard, and every point of recurring revenue you

add is a direct reduction in the key-person and revenue-concentration discounts that would gut

your multiple in a sale today. You are not just buying back your calendar. You are building an

asset that is worth something without you standing in the middle of it.
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TH E  FOUNDE R ' S  S EAT

Buying Back Your Time

Where your time goes today

You told us it plainly: most days you are estimating, dispatching, and putting out fires,

and if you are gone for a few days the business cannot function. That is the owner-

dependency metric flashing Critical, and it is the single largest threat to what Alpine is

worth. Your own words and both your directors agree on this, which is rare and telling:

everything still waits on Brad.

Map a normal week and it looks like this. You are the only person who can fully build a

quote, so every bid above a routine service call runs through your spreadsheet, and

when you are buried, the pipeline stops (you already lost two projects to this). You are

the escalation point for dispatch because it lives in texts and whiteboards, not a system.

You are the final call on quality disputes and on any hire or purchase a field lead wants

to make, because role charters are Red and nobody has written authority. And you are

the person watching cash, because your Director of Finance is closing a month behind

with no forecast, so when payroll and three job starts collide, you are the one funding it

off the line of credit.

That is four full-time jobs, estimator, dispatcher, quality arbiter, and de facto cash

controller, sitting on one person who wants to be working on growth. The reason your

goal and your daily reality are not aligned is not effort. It is that the business has no

other place for this work to land yet.

You are still the estimator, the dispatcher, and the CFO's
early-warning system, which is exactly why quoting
stops and cash gets tight the moment you step away.

“
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THE  COST  OF  YOUR  TIME

Run the math on your own numbers. Your owner compensation is $165,000. A

founder in a shop this size is realistically working well north of a standard week,

so on pure comp your time is worth somewhere around $55 to $80 an hour. But

that is not what your hours are actually worth. A President who can win the larger

commercial contracts and land recurring maintenance agreements is generating

margin measured in tens of thousands per decision, so the true opportunity cost

of your hours is far higher. If even 15 to 20 hours of your week is going to

estimating admin, dispatch texting, and rekeying that a coordinator and a second

estimator should own, you are spending on the order of $45,000 to $80,000 a

year of founder capacity on work that should cost the business a fraction of that,

and forgoing far more in growth you do not have time to chase.

The replacement path

Take the load off in order of cost and volume, cheapest and highest-frequency first.

Start with dispatch and coordination: a dedicated service coordinator absorbs the

texting, scheduling, and service-agreement follow-up that currently bounces between

you and an overloaded office manager. That is your highest-volume, lowest-complexity

time drain, and it is a Capture and Codify move: get dispatch out of whiteboards and into

your existing Jobber setup with a documented daily rhythm the coordinator owns.

Next, the estimating bottleneck. This is the one that is directly capping revenue, so it

cannot wait. The move is not just to hire a second estimator, it is to first get your

estimating method out of the spreadsheet only you understand and into a documented,

repeatable template (Codify), so the second estimator can actually be trained rather

than left to reverse-engineer your head. That is how a hire stops being another founder-

clone bottleneck and becomes real capacity.

Then the cash and quality decision rights. Give your Director of Finance the tooling to

close faster and stand up a 13-week cash forecast (Activate), so you stop being the

early-warning system for payroll. And write the field leads' role charters, what they can

purchase, who they can approve, when they escalate, so quality disputes and site

decisions resolve without your phone ringing (Design into Codify). Work up the ladder

from admin to decision rights and you reclaim your week in the right order.
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WHAT  YOU  COULD  DO  WITH  THE  TIME  BACK

Get 15 to 20 hours a week back and you finally get to be the President you said

you want to become. That is the time to go land the two recurring maintenance

contracts you flagged as a priority, to build the GC and property-management

relationships that win the bigger work, and to actually get off the tools. Your

stated motivation is growth and eventually stepping away entirely. You do not get

there by estimating faster at 11pm. You get there by using the reclaimed hours to

build the engine that grows without you, which is the same engine that makes

Alpine worth buying when you are ready for that conversation.
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The Transformation Payoff

What closing these gaps unlocks across four dimensions.

OPERATIONAL

Quoting no longer stops when you are

away, dispatch runs from a system instead

of your phone, and new hires learn from

written standards instead of following a

foreman around for a month. Your Director

of Operations gets the documented

processes he asked for, so quality stops

slipping every time you get busy. Your week

shifts from firefighting to building.

FINANCIAL

Job costing while jobs are live means you

catch margin erosion in real time instead of

a month after the crew has left site,

protecting the healthy 45-60% gross margin

you already have. A 13-week cash forecast

ends the line-of-credit whiplash and the

surprise payroll scrambles. Faster close and

clean financial visibility typically tighten

cash cycle discipline enough to fund the

next two hires out of operations rather than

debt.

ENTERPRISE  VALUE

The heaviest lever on your enterprise value

is owner dependency, currently rated

Critical, and it is the first thing any buyer or

lender scrutinizes. Moving from 'cannot run

a few days without Brad' to 'runs a full week

without the founder' removes the single

largest discount on your multiple. Layer in a

documented operating system, crew-level

job costing, and a growing recurring-

revenue base above today's 20-40% band,

and you shift from being valued as a

founder's job to being valued as a

transferable business, which is where

multiple expansion actually lives for a trades

company.

STRATEGIC

With capacity and predictability restored,

growing past $5M stops being a stretch and

becomes a sequencing decision. You gain

the option to pursue larger commercial GC

work without betting the line of credit, to

diversify away from the client-concentration

risk sitting in your top account, and to build

the recurring maintenance base that both

smooths revenue and commands a premium

at exit. You go from choosing whether you

can survive the next busy season to

choosing which opportunities are worth

taking.
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The Numbers
Specific dollar impact. Lever by lever.



Expans i ve  EDGE

67 of 81

Impact Model · What Each Lever Is Worth

Each critical metric you can improve translates into a specific financial outcome. Ranked by

dollar contribution.

EBITDA  LIFT  POTENTIAL

+12%
MULTIPLE  UPLIFT

+1.6x
TOTAL  VALUATION  DELTA

$1.2M to $1.6M

LEVER TYPE IMPACT  SIZE + VALUE

Reduce Owner
Dependency
Key-person risk is the #1 buyer
concern in founder-led businesses.
Moving from 'business cannot
operate without the founder for more
than a few days' to the next level
removes a substantial portion of the
key-person discount, approximately
0.8x.

MULTIPLE +$518,000

Reduce Client
Concentration
Single-client concentration is one of
the largest multiple-discount factors
buyers apply. Reducing it from top
client is 25-50% of revenue unlocks
an estimated 0.4x multiple
improvement.

MULTIPLE +$259,000

Grow Recurring Revenue
Base
Recurring revenue commands
premium valuation multiples due to
predictability. Moving from 20-40%
recurring revenue to the next tier
unlocks approximately 0.4x.

MULTIPLE +$259,000
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LEVER TYPE IMPACT  SIZE + VALUE

Expand Gross Margin
Gross margin flows roughly 1:1 to
EBITDA. Moving from gross margin
45-60%, healthy typically adds
~10% to EBITDA through pricing,
delivery efficiency, or scope control.

EBITDA +$194,250

Reduce Employee
Turnover
Every point of turnover reduction
saves recruiting, onboarding, and
lost-productivity costs worth roughly
50-100% of the departing
employee's salary. Moving from
annual turnover 10-20% (normal
range) typically adds ~2% to
EBITDA.

EBITDA +$38,850
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Valuation Impact Scenario

The current-to-improved bridge, decomposed into EBITDA growth and multiple expansion, so

you can see why the number moves, not just that it does.

Valuation bridge: +$1.4M enterprise value

$1.9M
+$233K

+$1.2M $3.3M

Current

$648K × 3

EBITDA lift

+$78K profit

Multiple lift

+1.6x multiple

Improved

$725K × 4.6

CURRENT  VALUATION

$1.7M to $2.2M
$647,500 EBITDA × 3.0x

→
IMPROVED  VALUATION

$2.8M to $3.8M
$725,200 EBITDA × 4.6x

$1.2M to $1.6M in enterprise value

Illustrative range. EBITDA was estimated from your revenue band, not a profit-and-loss statement. Upload your financials for a

precise figure.

ABOUT THIS ESTIMATE

This valuation impact is an indicative, directional model built from your self-reported answers and typical market

multiples for businesses like yours. It shows the direction and rough scale of the value you can unlock by doing this

work; it is not a certified business valuation. An accurate figure requires a deeper review of your financials, contracts,

customer concentration, and market. Treat these numbers as a compass, not an appraisal.
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TH E  VA LUAT I ON  MODE L  EX P LA I N ED

How we got to this number

A walk-through of the methodology, what moves the multiple, and why other valuation methods

don't apply here.

PRIMARY  METHOD

EBITDA × Industry Multiple

For a trade & field-service contracting in the $2M-$20M revenue range, the dominant

valuation framework used by strategic buyers, private-equity acquirers, and business brokers

is the EBITDA multiple method. It answers the deal question cleanly: "How many years of

current cash profit is a rational buyer willing to pay upfront?" It's directly improvable by the

operational moves in this report, and it's what actually gets used in diligence, which is why we

value on it here.

HOW  WE  SOURCED  THE  EBITDA MEDIUM CONFIDENCE

Derived from revenue bracket × margin
EBITDA derived from your revenue bracket (~$3,500,000 midpoint) × a normalised margin (~18%). Replace with

stated EBITDA or a P&L upload for a sharper read.

Where your business sits in the band

Your operational score of 34/100 puts you in the lower half of the trade & field-service

contracting multiple band, roughly 3.0x EBITDA. The gap to the top of the band is where the

valuation lift lives.

Executing the recommendations in this report lifts the multiple toward 4.6x, a 1.6x expansion

driven by reduced buyer risk, cleaner earnings, and reduced founder dependency.

At the same time, the operational levers identified are modelled to lift EBITDA by roughly 12%,

from $647,500 to $725,200. That compound, higher EBITDA × higher multiple, is where the

$1,393,420 in enterprise-value uplift comes from.

What moves the multiple up or down

For a trade & field-service contracting at your scale, these are the specific factors a buyer weighs.
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LIFTS  THE  MULTIPLE

Recurring service contracts (maintenance

agreements, inspection programs) vs

project-only revenue

Route density and geographic

concentration that reduces drive time

Multi-trade or stacked-service offering per

customer (ticket expansion)

Technician productivity metrics tracked

weekly with a documented job-profitability

lens

Fleet, certifications, and licences that

transfer cleanly with the business

COMPRESSES  THE  MULTIPLE

Owner running estimates, dispatch, or key

customer relationships personally

Revenue concentrated in 1-2 anchor

accounts or one general contractor

Pricing set in the truck, no rate card, no job-

costing rigor

Talent flight risk, no bench behind the lead

technicians or superintendent

Seasonal swings with no off-season

revenue strategy

Why not a different valuation method?

Different business models get valued different ways. Here's why EBITDA × Multiple is the right frame

for you, and when the alternatives actually apply.

Revenue Multiple (ARR or TTM Revenue × X)

WHEN IT'S USED:  Software, SaaS, or subscription businesses where gross margins are 70%+ and

revenue is largely predictable (MRR/ARR). Also used for high-growth pre-profit businesses where EBITDA

isn't a stable frame.

WHY NOT HERE:  Service businesses have blended margins driven by labour and delivery cost, not the

software economics a revenue multiple assumes. Valuing on revenue would under-weight the quality of

your cash-generation relative to your top line.

Discounted Cash Flow (DCF)

WHEN IT'S USED:  Large, mature businesses with predictable 5-10 year cash-flow projections and

known capital expenditure cycles. Also used by financial acquirers inside deal modelling.

WHY NOT HERE:  At the sub-$20M revenue range, DCF is highly sensitive to the discount rate and

terminal-growth assumptions. Small changes in inputs move the output dramatically, DCF at this scale

looks academic, not actionable.
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Asset-Based / Book Value

WHEN IT'S USED:  Asset-heavy businesses (manufacturing, real estate holding, fleet-intensive

operations) or distressed situations where the going-concern premium has evaporated.

WHY NOT HERE:  For a well-run service operation, the majority of transferable value is goodwill (brand,

systems, client relationships, team). An asset-based method floor-values the tangible assets but misses

most of what a strategic buyer actually pays for.

Seller's Discretionary Earnings (SDE)

WHEN IT'S USED:  Smaller owner-operator businesses (usually under $1M in profit) where the founder's

compensation, perks, and one-time expenses are added back to normalise profitability. Common broker

method for Main-Street deals.

WHY NOT HERE:  At your revenue scale, strategic and private-equity buyers use EBITDA (not SDE) as the

standardised comparable. SDE framing can actually hurt you in diligence at this size, buyers expect the

owner comp to normalise into a market-rate leadership line in their pro-forma.

Caveats · read before anchoring
This is an illustrative estimate, not a formal valuation. It's directional, it tells you what operational

improvements are worth, not what a buyer will actually pay on a given Tuesday.

Real transaction prices vary with market conditions, buyer type (strategic vs financial), deal structure (cash

at close vs earnout vs rollover equity), and specific diligence findings.

A proper valuation for an exit-readiness conversation needs a formal Quality of Earnings (Q of E) analysis

and a comparable-transactions study. That's typically a $15-35K engagement with a CEPA-credentialed

advisor or boutique investment bank.

Use these numbers as a lens on the return-on-investment of the operational moves in this report, not as a

sale-price expectation to anchor on.



P A R T  V

The Path
Quick wins. Twelve-month roadmap. Your

commitment.
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Quick Wins (30-60 Days)

High-impact actions executable in the next 30-60 days with minimal investment.

Get a second set of eyes on estimating this week HIGH  IMPACT

You turned away two good projects last quarter because you could not get quotes out fast enough.

Before you hire, pull your last 10 winning bids into a single shared estimating template with named

cost buckets (labour hours, sheet metal, piping, subs, markup). This is the raw material a second

estimator learns from. Right now that logic only lives in your head and in spreadsheets only you

fully understand, which is why quoting stops when you are gone.

1-2 weeks Stage: Capture

Stand up a 13-week cash forecast HIGH  IMPACT

Your Director of Finance is closing the books a month behind and you are funding payroll off the

line of credit because you cannot see what is coming. Build a simple 13-week rolling forecast in a

spreadsheet: known receivables by week, committed payroll and sub costs, project milestone

billings. This is the single fastest fix for the cash-flow whiplash you named as your biggest

financial challenge. It directly attacks the RED cash flow forecasting and financial visibility scores.

1-2 weeks Stage: Codify

Write a one-page role charter for the office manager MEDIUM  IMPACT

Your office manager has drifted into dispatch, AR, and HR with none of it defined, and she is buried

alongside you. Document what she actually owns today, then explicitly flag which pieces (service

coordination, dispatch) will move to a new hire. This makes the case for the service coordinator

role concrete and stops the invisible overload. Ties directly to your RED role charters score and the

People pillar.

1-2 weeks Stage: Codify
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Document the top 3 field SOPs your Director of Ops flagged HIGH  IMPACT

Every new hire learns by following someone around for a month because nothing is written down,

and quality slips when you get busy. Pick the three highest-frequency field tasks (rooftop unit

startup, controls commissioning handoff, and job closeout/QC) and write them as step-level SOPs

with photos. Start in a shared tool like Whale so foremen actually reach them on site. Attacks the

RED-documented / GREEN-exists gap that is pure key-person risk.

1 month Stage: Codify

Add per-job margin tracking before the next volume spike HIGH  IMPACT

You re-key job data from Jobber into QuickBooks by hand and cannot tell margin on a job until it is

long over. Set up a simple job-cost tracker that captures labour hours and material against the

estimate per project. Even a manual weekly update gives you crew-level profitability, the core

value driver for a mechanical contractor. This is the foundation for job costing per crew, a top

archetype priority.

1 month Stage: Activate

Book a recurring maintenance-contract push MEDIUM  IMPACT

You named landing two more recurring maintenance contracts as a 12-month goal, and recurring

revenue sits at 20-40% (HIGH risk). Pull your existing property-manager and facility-owner clients

into a target list and make a structured offer to convert one-off service into preventative

maintenance agreements. Every contract you land smooths the project-driven revenue swings that

are forcing you onto the line of credit.

1 month Stage: Amplify

https://invite.usewhale.io/ExpansiveEDGE
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12-Month Transformation Roadmap

Immediate (0-30 days)

Build the 13-week cash forecast and review it every Monday with your Director of Finance.

Directly targets the RED cash flow forecasting score and your stated cash-flow whiplash.

[CODIFY]

Consolidate estimating into one shared template with named cost buckets so quoting logic

leaves your head. Prerequisite for hiring a second estimator (People pillar, owner dependency).

[CAPTURE]

Write role charters for yourself, the office manager, and the field leads, defining decision rights

on hiring and purchasing. Attacks RED role charters and CRITICAL owner dependency. [CODIFY]

3-Month Horizon

Hire and onboard a dedicated service coordinator to absorb dispatch and service scheduling

from you and the office manager. Removes the daily dispatch fire from the founder (People

pillar). [ACTIVATE]

Stand up per-job margin tracking by crew and review it weekly. Delivers the job-costing /

project-profitability visibility that is a core trades archetype priority. [ACTIVATE]

Document the operations, project management, and estimating playbooks that currently exist

but are undocumented (all RED-documented). Converts key-person knowledge into

transferable Procedures. [CODIFY]

6-Month Horizon

Recruit and begin training a second estimator against the standardized template so quoting no

longer stops when you step away. Directly reduces CRITICAL owner dependency and unlocks

turned-away revenue. [ACTIVATE]

Convert two property-manager or facility clients to preventative maintenance agreements to lift

recurring revenue above the current 20-40% band (HIGH risk metric). [AMPLIFY]

Integrate Jobber and QuickBooks Online so job data stops being re-keyed by hand, giving real-

time margin visibility. Attacks RED integration maturity and financial dashboard. [ACTIVATE]
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12-Month Horizon

Install a quarterly planning cadence with written objectives owned by the office manager,

service coordinator, and field leads. Fixes the RED quarterly planning and 3-year goal gaps.

[REFINE]

Reduce top-client dependence below the current 25-50% band by deliberately diversifying the

GC and facility-owner base. Targets the HIGH client concentration risk and buyer discount.

[AMPLIFY]

Publish a live financial dashboard with crew-level margin and cash KPIs reviewed monthly, so

the numbers no longer live a month behind. Moves financial visibility from RED toward Scaling.

[OVERSIGHT]
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YOUR  NEXT  MOVES

The Commitment

THIS  WEEK

Block two hours and build the first draft of your 13-week cash forecast with your

Director of Finance: known receivables, committed payroll, sub costs, milestone

billings.

Pull your last 10 winning bids into one shared estimating template with named

cost buckets so the logic stops living only in your head.

Write a one-page role charter for the office manager listing everything she owns

today and flagging what moves to a service coordinator.

Send the job posting for a service coordinator to your network and post it, this is

the hire that takes dispatch off your desk.

THIS  MONTH

Run your first Monday cash-forecast review and repeat it weekly, no exceptions.

Document the three highest-frequency field SOPs (rooftop startup, controls

handoff, job closeout/QC) with photos in a shared tool your foremen can reach

on site.

Set up per-job margin tracking against estimate and review one job's actuals

with your Director of Ops.

Shortlist and interview service coordinator candidates; aim to have an offer out

by month end.
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WHO  TO  HIRE  FIRST

The dedicated service coordinator.

Between your RED owner dependency,

RED role charters, and the office

manager drifting into dispatch, AR, and

HR, this role absorbs the highest-

volume daily fire (dispatch and service

scheduling) that currently lands on you

and her. The second estimator

matters, but it takes longer to train and

depends on your estimating template

being captured first. Coordinator first,

estimator second.

CADENCE  TO  INSTALL

A weekly Monday cash-and-jobs

review with your Director of Finance

and Director of Ops: 13-week forecast,

this week's billings, and margin on any

job that closed. Your cash flow

forecasting, financial visibility, and

financial dashboard all scored RED,

and this single recurring meeting is the

fastest way to stop funding payroll

blind off the line of credit.

You built Alpine from one truck to eighteen people by
answering the phone at 2am; the next chapter is building a
company that answers it without you.

Ready to turn this report into action?

https://calendly.com/expansiveedge/strategy-call



A P P E N D I X

Methodology
How we scored. How we think. What's behind the

analysis.
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The ControlShift Methodology

ControlShift is an 8-stage framework for systematizing service businesses. Every gap, root

cause, and recommendation in this report maps to one of these stages so you know exactly

where you are in the transformation and what comes next.

Insights Design Capture Codify

Activate Amplify Refine Oversight

Scoring Methodology

Your overall health score is a weighted average across seven operational-maturity sections (3-

9). Weights reflect each section's impact on scalability and enterprise value: Process Maturity

(20%) and Financial Visibility (18%) carry the highest weight. They're the strongest drivers of

transferable, exit-ready businesses. Strategic Direction (16%) and People & Structure (16%) are

the next tier. Tech Stack (12%), Purpose & Culture (10%), and Readiness (8%) round out the mix.

Sections 1 (Company Profile) and 2 (Founder Profile) are captured for context but deliberately

excluded from the weighted score. They measure form completeness, not operational maturity.

About Expansive EDGE

Expansive EDGE is the operational advisory firm behind ControlShift Insights. We work with

service-business founders, from solo operators through $20M+ mid-market, who want to stop

trading hours for dollars and start building enterprises that run without them.

Confidential. This report is prepared exclusively for Alpine Mechanical Systems. It contains proprietary

scoring, analysis, and recommendations. Do not distribute without written permission from Expansive EDGE.


