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IMPORTANT INFORMATION

This report presents diagnostic analysis based on information provided by assessment participants and
available at the time the assessment was completed. The Breakout Quality of Growth (QofG) Report is a
strategic evaluation framework intended to support business evaluation and discussion.

This report does not constitute legal, financial, accounting, investment, credit, lending, or operational
advice and should not be used as a substitute for professional advice or independent diligence. No
representation or guarantee is made regarding accuracy, completeness, outcomes, or future performance.

The Breakout Group does not independently audit or verify information submitted by assessment
participants and is not responsible for inaccuracies or omissions in that information.

This report is licensed for internal evaluation by the organization that commissioned it, the assessed
organization, and their authorized professional advisers. It may not be publicly distributed, reproduced,
resold, or used for commercial purposes without prior written authorization from The Breakout Group, LLC.
No other third party may rely on the report without such authorization.
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Interpreting Your Breakout QofG Report

The Breakout QofG Report is a diagnostic framework designed to assess a company's growth quality
by identifying strengths, constraints, and misalignments of key growth drivers

KEY INFORMATION TO UNDERSTAND

1.  The Breakout QofG Report evaluates growth quality, not effort, ambition, or intent. It measures how effectively
your growth drivers perform and align under pressure to produce durable growth.

2.  Alower score does not signal failure; it indicates the area is constraining growth relative to your stage and
industry. It can also reflect normal friction that emerges as business complexity increases.

3.  Ahigher score does not signal perfection; it reflects solid and consistent structure under operational load. Even
strong areas need to be managed to prevent regression.

4. Strong drivers can still cap output if alignment, sequencing, or execution consistency is weak. It's common for
growth to stall from friction between drivers.

5. Resist debating a score. Instead, understand the insight and any recommended actions and priorities.

6. The Quality of Growth Scoring Scale: Green is strong and red is weak. It broadly means growth quality for the
driver or metric is Built to Scale, Functionally Capable, Experiencing Friction, or Structurally Constrained.

STRUCTURALLY EXPERIENCING FUNCTIONALLY BUILT TO
CONSTRAINED FRICTION CAPABLE SCALE
| I

1 <70 70-79 80-89 90-100
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OVERALL COMPANY BREAKOUT QofG SCORE

Growth Quality is Constrained and Underperforming

Growth is limited by inconsistent conversion and fulfillment
decisions, creating margin and retention variability that reduces
confidence in scaling demand and capacity investments.

SALES

Estimating and proposal inconsistency
reduces win-rate and margin
predictability across job types.

ALIGNMENT

Install and service tradeoffs lack explicit
rules, creating inconsistent customer and
profitability outcomes.

MARKETING

Marketing lacks closed-loop
measurement and digital proof to scale
beyond referrals.

BRAND

New-buyer perception lags service
quality due to outdated digital presence
and slow pricing response.

000

CULTURE

Field pride is high, but inconsistent
territory practices create variable
execution as you scale.

STRENGTHS

- Trusted service reputation

- Stable senior field leadership

- Diverse service and project mix

CHALLENGES

- Inconsistent estimating and proposals
- Install-service resource conflicts

- Weak digital demand measurement

NEXT STEPS

- Decide the target mix of maintenance versus project
growth

- Standardize estimating and proposal rules

- Build measurable demand and proof
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THE KEY TAKEAWAYS

THE SYNTHESIS:

Quality delivery and reputation are working, but inconsistent estimating and install-service prioritization reduce
predictable growth and margin confidence for the next planning cycle.

THE STORY:

What's Broken: Demand converts inconsistently due to estimating variance and install-service tradeoffs
The Reason: No shared rules for pricing, turnaround times, and technician allocation

The Accelerant: Growth in trucks and territories outpaced scheduling and communication standards
Primary Risk: Margin and renewal economics become unpredictable as volume increases

Ripple Effect: Marketing spend and referrals cannot be scaled with confidence

Consequence: The growth plan lacks a reliable segment and capacity thesis

What's at Stake: Slower growth and higher cost to replace lost contract revenue

TAKE NOTE:

1. Location tailoring may be fragmented rather than intentional, weakening learnings and repeatability
across territories.

2. Transferability risk rises if estimating judgment and dispatch decisions remain person-dependent,
reducing confidence in scalable unit economics. THE-‘F

, , _ ' BREAKOUT
3. ACTION TO CONSIDER: Choose the maintenance-versus-project growth mix and the service-level and GROUP
margin rules that govern technician allocation.
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Industry
Considerations
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Industry Overview

Commercial HVAC growth is shaped by two competing demand types:
recurring maintenance where responsiveness and consistency protect
renewals, and project work where estimating speed, schedule control, and
change-order discipline drive profitability. In this environment, the same
technicians often become the shared constraint, so the limiting factor is
frequently prioritization and dispatch discipline rather than raw demand.

You report tension between install and service priorities and inconsistent
scheduling and communication across territories. That pattern suggests
industry conditions may be masking internal variability: referrals and existing
contracts can keep work flowing even while estimating, scheduling, and
handoffs reduce predictability and margin capture.

ACTION TO CONSIDER: Review competitor positioning and digital proof in
your state to decide which buyer segments to target first.
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Breakout QofG
Company Score

Overall Growth Quality is
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Constrained and
Underperforming

Breakout Quality of Growth Report — Internal Evaluation Use Only

Overall Company Summary

Sterling HVAC Solutions appears to have a dependable reputation with
existing customers, but near-term growth is constrained by how demand is
converted and fulfilled across install and service. The pattern suggests two
frictions compound: inconsistent estimating and proposal timelines reduce
conversion and margin predictability, while resource conflicts between install
and service create service delays that can weaken maintenance retention
economics.

You report slow growth (1-10% year-over-year) and slight concentration
(roughly 11%-25% of revenue from the top customer, source, or small group).
From an investor lens for strategic planning, the key question is whether the
next growth plan should prioritize higher-quality recurring revenue
(maintenance expansion) or higher-throughput project revenue, given shared
labor capacity and inconsistent commercial execution.

ACTION TO VERIFY: Reconcile last 12 months by segment for win rate, gross
margin, and schedule variance to guide the maintenance-versus-project
growth decision.
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202 Breakout Culture
2™ Optimization Score

Culture is Inconsistent Under
Pressure
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Culture Insights

Execution consistency is the cultural constraint most likely to surface
as you scale across territories. You report pride in quality, strong safety
culture, and low turnover among senior crew leads, but also that each
service manager runs their territory differently and scheduling,
materials tracking, and install-service communication have not kept
pace with growth.

The mechanism is variability: when standards differ by manager,
moving technicians between areas becomes harder, and customer
experience becomes less predictable. That creates drag on
responsiveness and increases rework and coordination cost as volume
rises.

ACTION TO CONSIDER: Define one scheduling, materials, and handoff
standard that every territory follows, with weekly compliance checks.



Breakout Sales
Optimization Score

Sales is Constraining
Revenue
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Revenue Insights

Revenue predictability is constrained by estimating and proposal
inconsistency across job types. You report pricing varies significantly
by estimator (for example, some building 30% margin and others
18%) and proposal timelines are inconsistent. With both mid-market
and enterprise buyers, this likely affects two cycles differently:
faster-turn service replacements need speed and clarity, while larger
installs and new construction require disciplined scope and schedule
commitments.

The mechanism is uneven commercial rules, which tends to reduce
win-rate confidence and makes job profitability harder to forecast.
That can weaken planning decisions about which segments to
pursue.

ACTION TO CONSIDER: Implement a standardized estimating
template with margin floors, approval exceptions, and a defined
proposal turnaround SLA by job type.
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Breakout Marketing
Optimization Score

Marketing is Constraining
Demand
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Marketing Insights

Marketing is constrained by measurement and buyer-facing proof, not
by channel availability. You report referrals and existing maintenance
contracts drive most work, Google Ads generates calls, but you do not
track which jobs close or cost per acquisition. You also report no
content, no email nurture, and a website not updated in 5+ years, while
younger facility managers research vendors online.

The mechanism is weak signal: spend and effort cannot be allocated
to the highest-converting segments or locations, which reduces
efficiency and slows diversification beyond referrals.

ACTION TO CONSIDER: Establish monthly closed-loop tracking from
lead source to closed job by segment and location, including cost per
booked job.
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Breakout Brand

Optimization Score Brend s i

Brand perception appears misaligned with the positioning you want
new buyers to hold. You report being perceived as old-school reliable
while wanting to be seen as modern and tech-forward, and that an
outdated website and limited digital presence reinforce the older
perception even when service quality is high.

The mechanism is credibility gap for new buyers: existing customers
may renew based on experience, but new facility managers may
shortlist competitors with clearer digital proof. You also report the
brand promise breaks down in slow, unpredictable pricing response,
which can erode trust at the decision point.

Brand Is Uneven in Market ACTION TO CONSIDER: Build a buyer-facing proof page with 3 case

Im paC't examples, response-time expectations, and a clear request-a-quote call
to action.

-'l'l
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Alignment is Generally Good
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Alignment Insights

Alignment is not producing consistent outcomes across install,
service, and customer commitments. You report install priorities
versus service priorities, and that when installs run over schedule you
pull service techs, delaying maintenance calls and frustrating contract
customers. You also note no clear framework for prioritizing resource
allocation when both teams need the same people.

The mechanism is decision ambiguity: even when teams coordinate,
the lack of explicit tradeoff rules can shift outcomes week to week,
reducing predictability in service levels and project delivery. This
compounds revenue and customer-retention risk.

ACTION TO CONSIDER: Establish a weekly install-service capacity

forum with explicit prioritization rules (maintenance SLAs, margin,
penalties) and a single escalation owner.
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Strengths, Challenges, Next Steps
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0/0 3 Strengths of Sterling HVAC Solutions

YOUR INPUT INDICATES 3 KEY GROWTH QUALITY STRENGTHS

1. Service reputation and customer trust: You report quality work and responsive service built over 15 years,
supporting renewals and referrals in the next 3—6 months.

2. Experienced field workforce stability: You report very low turnover among senior crew leads and a strong safety
culture, which helps protect delivery reliability as volume increases.

3. Multi-segment revenue exposure: Serving maintenance, replacements, and new construction can smooth demand,
but only if prioritization and estimating discipline prevent internal tradeoffs.

ACTION TO CONSIDER: Create a maintenance-renewal expansion offer for existing accounts that protects
response-time commitments while adding scoped upgrades.

I Breakout Quality of Growth Report — Internal Evaluation Use Only
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E 3 Challenges of Sterling HVAC Solutions

YOUR INPUT INDICATES 3 KEY GROWTH QUALITY CHALLENGES

1. Inconsistent estimating and proposal execution: You report wide pricing variance by estimator and slow,
unpredictable timelines, which reduces conversion efficiency and margin predictability.

2. Install versus service resource conflicts: You report installs running over schedule and pulling service techs,
delaying maintenance calls and risking contract relationship economics.

3. Digital demand and proof gap: You report limited attribution for paid spend, no nurture, and an outdated website,
which weakens discoverability with newer facility managers.

ACTION TO CONSIDER: Assign a single owner to implement estimating standards and enforce margin and turnaround
rules across all estimators.
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e acron) 1 00-Day QofG Priorities and Considerations

THREE KEY PRIORITIES AND SUPPORTING ACTIONS FOR NEXT 100 DAYS

1. Decide the target mix of maintenance versus project growth: resolve shared labor conflicts and improve
predictability.

2. Standardize estimating and proposal rules: increase conversion efficiency and margin consistency for the chosen
mix.

3. Build measurable demand and proof: improve visibility and buyer confidence without overloading operations.

SUPPORTING ACTIONS

* Reconcile 12 months win rate, margin, schedule variance by segment

+ Review competitor positioning and digital proof to pick target segments

« Implement estimating template with margin floors and turnaround SLAs

+ Establish monthly lead-to-close tracking by segment and location

+ Build a proof page with case examples and a clear quote request

+ Define one scheduling, materials, and handoff standard across territories

* Run a weekly install-service capacity forum with prioritization rules

+ Create a maintenance-renewal expansion offer that protects response times

1 l + Assign one owner to enforce estimating standards and exceptions

Breakout Quality of Growth Report — Internal Evaluation Use Only
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A What's At Risk

THE OPPORTUNITY COST OF THE STATUS QUO

1. Delaying estimating standardization may keep win rates and gross margin unpredictable, narrowing the
capital-efficient growth plan you can credibly fund.

2. Continuing to pull service technicians onto overrun installs may create drag on maintenance response times,
increasing renewal risk and raising the cost to replace lost contract revenue.

3. Investing in demand generation before fixing conversion and fulfillment may increase lead volume without improving
closed revenue, weakening confidence in marketing payback.

Near-Term Outlook (90-180 Days): Without action, growth may remain referral-led with uneven margins. As
install-service conflicts persist, customer experience variability becomes harder to unwind.

ACTION TO CONSIDER: Set a weekly threshold for overdue maintenance calls and install overruns that triggers a
leadership reprioritization.

Breakout Quality of Growth Report — Internal Evaluation Use Only
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Bill Glenn is a veteran sales, marketing, and brand strategist who helps
companies unlock growth by using knowledge, experience, and Al-backed
tools to identify and solve gaps in sales, marketing, brand and culture.

-TI

Schedule an Executive Session with
The Breakout Group Founder, Bill Glenn

Get More Information

His Philosophy
"Growth can be maximized only when sales, marketing, brand,
and culture are fully optimized and aligned.”

PROPRIETARY NOTICE
This report and its associated materials incorporate the proprietary methodology, structure, and scoring framework of The Breakout
Group, LLC. The Breakout Quality of Growth Report, the Breakout Score™ and its underlying framework are proprietary and may not
be reproduced, distributed, reverse-engineered, or commercially used without prior written permission.
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