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IMPORTANT INFORMATION

This report reflects diagnostic analysis based solely on information voluntarily provided by the
participating organization at the time of assessment. The Breakout Score™ 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. No guarantees or representations are made regarding outcomes or future
performance.

The Breakout Group does not independently verify submitted information and assumes no
responsibility for inaccuracies or omissions.

This report is licensed for internal evaluation use by the participating organization, is not
intended for reliance by third parties, and may not be redistributed or commmercially exploited
without prior written authorization from The Breakout Group, LLC.
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Interpreting Your Breakout Score Report

The Breakout Score 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

The Breakout Score evaluates growth quality, not effort, ambition, or intent. It measures how effectively your
growth drivers perform and align under pressure.

A lower 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.

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

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.

Resist debating a score. Instead, understand the critical next steps for the next 3—6 months.

The Growth Quality 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
<70 70-79 80-89 90-100
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Growth Quality
Summary -l/'ll @

OVERALL COMPANY BREAKOUT SCORE
Growth Quality is Constrained and Underperforming
Sterling’s reputation and team pride are real assets, but

inconsistent commercial systems and install-service tradeoffs are
capping scalable, predictable growth.

SALES

Estimating and proposal inconsistency
drives margin variance and forecast
noise.

ALIGNMENT

Install-service priorities conflict, creating
recurring customer experience tradeoffs.

MARKETING

Marketing lacks attribution and modern

proof, limiting scalable pipeline creation.

BRAND

Reliability is trusted, but modern
positioning lacks credible proof.

000

CULTURE

Pride and retention are strong;
operating consistency lags growth.

STRENGTHS

- Strong service reputation and safety culture

- Reliable brand trust in local market

- Multiple demand sources beyond one channel

CHALLENGES

- Estimating and margin discipline inconsistent
- Marketing measurement and proof are weak

- Install-service capacity conflicts hurt service

NEXT STEPS

- Standardize estimating and proposals
- Set install-service prioritization rules

- Modernize web proof and attribution
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THE KEY TAKEAWAYS

THE SYNTHESIS:

Sterling has real service credibility, but inconsistent estimating and install-service tradeoffs make growth
unpredictable and harder to underwrite or scale.

THE STORY:

What's Broken: Commercial execution is inconsistent, so growth stays slow and variable.

The Reason: Estimating, timelines, and prioritization differ by person and team.

The Accelerant: Install work pulls service capacity, stressing maintenance relationships.

Primary Risk: Margin and service-level volatility reduce confidence in repeatable performance.
Ripple Effect: Marketing activity cannot be scaled because conversion economics are unclear.
Consequence: Forecasts become harder to defend and expansion requires more operational build.
What's at Stake: The growth story looks less transferable, reducing leverage in strategic options.

TAKE NOTE:

1. The install-service conflict is not just scheduling friction; it is a recurring revenue quality risk.
2. A reliable reputation can mask commercial inconsistency until growth or capacity pressure exposes it.

3. Without proof that marketing leads convert profitably, any buyer will underwrite spend conservatively
and assume added build time.
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Industry
Considerations
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Industry Overview

Field services HVAC is capacity-constrained and reputation-driven, so growth
is often limited less by “demand” and more by response speed, scheduling
discipline, and consistency of customer experience across crews. In this
context, a commercial mix spanning SMB and enterprise-like buyers raises
the bar: larger accounts expect predictable pricing, clear timelines, and
reliable service levels, while SMB work can be more opportunistic and
referral-led.

Sterling’s current constraint pattern fits a common industry failure mode:
installation revenue pursuits pulling resources away from contracted service
obligations. That tradeoff creates near-term revenue, but it can quietly erode
the recurring base that stabilizes utilization and cash generation. For a PE
lens, this industry typically rewards businesses that can prove repeatable
estimating, dispatch, and prioritization rules across locations and teams;
without that proof, growth looks less transferable and requires more
post-close operational build than the financials alone suggest.
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Breakout Score

Overall Growth Quality is
Constrained and
Underperforming
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Overall Company Summary

The growth engine is being limited by commercial system weakness more
than by market access. Brand and culture create real goodwill, but that
goodwill is being converted inconsistently because estimating, scheduling,
and cross-team prioritization are not operating as a single, repeatable
system.

Marketing activity exists, yet measurement and modern proof are thin, so
spend and effort cannot be confidently scaled. Revenue performance then
becomes more variable: pricing and timelines shift by estimator, and service
responsiveness is periodically sacrificed to finish installs.

Alignment appears coordinated at a leadership-intent level, but the operating
tradeoffs between install and service indicate the business is aligned around
decisions that are not consistently value-maximizing. Over the next 3 to 6
months, the highest-leverage path is to standardize how work is priced,
prioritized, and handed off so demand generation and brand credibility can
translate into predictable margin and capacity planning.
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Breakout Optimization
and Alignment Scores
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202 Breakout Culture
2™ Optimization Score

Culture is Inconsistent Under
Pressure
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Culture Insights

Culture is functional but under pressure as growth has outpaced
operating discipline. Pride in quality work, low turnover among senior
crew leads, and a strong safety culture are real assets in a
labor-constrained field services environment.

The constraint is operational consistency: scheduling, materials
tracking, and cross-team communication have not been updated as the
fleet and footprint expanded, and managers run territories differently.
That variance makes it harder to flex technicians across areas and
creates uneven customer experience, which is especially risky when
serving both SMB and larger accounts with higher reliability
expectations.

Mission and values are indicated, but vision is not explicitly stated;
without a clear “where we are going,” tradeoffs between install growth
and service reliability default to local judgment. The consequence is
execution volatility that reduces scalability confidence and increases
the operational lift required to sustain performance under expansion.
9



Breakout Sales
Optimization Score

Sales is Constraining
Revenue

-'l'l

Breakout Score™ Report — Internal Evaluation Use Only

Revenue Insights

Revenue performance is being constrained by inconsistent
commercial execution rather than lack of capability in delivery. The
clearest limiter is estimating and proposal variability: margins and
timelines differ significantly by estimator, which makes win rates
harder to diagnose and job profitability harder to predict.

That inconsistency compounds in a dual buyer environment. Larger
customers tend to require predictable pricing logic and dependable
timelines, while SMB work can tolerate more variability; mixing the
two without a standard approach increases rework, negotiation
cycles, and forecasting noise.

Operationally, the install versus service prioritization conflict further
destabilizes revenue quality by risking maintenance relationship
satisfaction when resources are pulled to finish projects.

Economic consequence chain: inconsistent estimating and
prioritization drives margin variance and uneven conversion, which
weakens the reliability of forward projections; that reduces
confidence that growth is system-driven and typically forces a higher
post-close investment requirement before scaling sales capacity or10
marketing spend.



Breakout Marketing
Optimization Score

Marketing is Constraining
Demand
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Marketing Insights

Marketing is underperforming as a scalable growth driver because it
is not instrumented for learning or aligned to how commercial HVAC
buyers now select vendors. Referrals and existing maintenance
contracts provide baseline demand, but that channel mix tends to
plateau without a measurable pipeline engine.

The constraint is twofold: limited attribution from paid search to
closed jobs, and weak digital proof and nurture. For researched buying
cycles, especially with newer facility managers, an outdated website
and lack of case studies, reviews, and content reduce discoverability
and shorten the list of vendors considered.

Because the business serves both SMB and larger accounts,
marketing also needs clearer segmentation: the same message and
follow-up cadence rarely fits both. Left unaddressed, additional spend
is likely to increase lead volume without improving close rate or
margin, lowering efficiency and slowing the pace of scalable growth.
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Breakout Brand
Optimization Score

Brand is Uneven in Market
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Impact
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Brand Insights

Brand is capable but not fully supporting the intended market position.
Service quality and responsiveness have earned “reliable” credibility,
yet the stated aspiration to be modern and tech-forward is not
reinforced by the current digital presence or by the speed and
consistency of pricing responses.

The constraint is a credibility gap between promise and proof. An
outdated website and limited visible evidence make the company look
behind the times, which matters more as younger facility managers
research online and compare vendors before engaging. The brand
promise also breaks down at a critical moment: slow, unpredictable
pricing response undermines the experience even when delivery is
strong.

From a PE lens, this creates transferability risk. If brand trust is tied
primarily to historical reputation rather than scalable proof and
consistent commercial behavior, buyers will underwrite less confidence
in sustaining win rates under new ownership and may discount the
growth premium or require incremental investment to modernize
credibility. 12
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Alignment is Generally
Aligned
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Alignment Insights

Alignment is strained and not producing consistent outcomes across
the business, which shows up as operational tradeoffs that degrade
customer experience. Coordination appears generally present across
decisions and resources, but the install versus service conflict
indicates the operating system lacks a clear rule for prioritizing shared
technician capacity.

This is a case where internal agreement does not equal effective
alignment. Teams can be aligned on goals and still make decisions
that are locally rational but enterprise-negative, such as pulling service
techs to finish installs and delaying maintenance calls.

The consequence is avoidable volatility in service levels and recurring
relationship health, which reduces predictability and makes scaling
harder. Based on available input, this reflects leadership’s view of
alignment; day-to-day coordination quality may vary by territory given
the noted manager-to-manager inconsistency.
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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 technician pride: Low senior-lead turnover and a strong safety and quality
orientation support repeat business and referrals. If protected with consistent execution, this becomes a
durable base for predictable utilization.

2. Brand trust in the market: The company is perceived as reliable, which lowers perceived risk for facility
decision-makers. Without modernization, that trust risks becoming “legacy-only” and less persuasive with
newer buyers.

3. Multi-channel coverage with existing demand sources: Referrals, maintenance relationships, and
outbound efforts provide multiple paths to revenue. Without measurement and conversion discipline,
additional activity compounds noise rather than scalable pipeline.
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3 Challenges of Sterling HVAC Solutions

YOUR INPUT INDICATES 3 KEY GROWTH QUALITY CHALLENGES

1. Inconsistent estimating and proposal discipline: Pricing and timelines vary materially by estimator,
creating margin unpredictability and customer confusion. If left unresolved, growth tends to come with
widening profitability variance and weaker forecast credibility.

2. Demand generation is not measurable or modern enough to scale: Digital spend and web presence do not
provide clear attribution, proof, or nurture for researched buying cycles. This limits efficient pipeline
expansion and increases the risk that marketing dollars cannot be underwritten with confidence.

3. Install versus service resource conflict: Pulling service techs to finish installs introduces localized service
delays and frustrates contract customers. Over time, this tradeoff can erode recurring revenue quality and
makes capacity planning less reliable.
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e acron) Next Steps for Sterling HVAC Solutions

KEY NEXT STEPS (IN ORDER OF PRIORITY) BASED ON INPUT

1. Standardize estimating and proposal governance: Define a single pricing logic, margin guardrails, and
timeline assumptions that every estimator uses, then prove reduced quote variance within 90-180 days. This
creates diligence-defensible evidence of margin predictability and improves confidence that growth can
scale without profitability drift.

2. Implement a capacity and prioritization framework between install and service: Establish explicit rules for
when service techs can be redeployed, what gets protected for contract customers, and who arbitrates
conflicts, then prove improved on-time maintenance responsiveness within 90—180 days. This reduces
recurring revenue fragility and demonstrates operational control under load.

3. Rebuild digital credibility and measurement around the dual buyer cycle: Refresh website messaging and
proof, add basic nurture and attribution from lead to closed job, and prove channel-level conversion visibility
within 90-180 days. This makes marketing spend underwritable and supports a more transferable growth
story.
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A What's At Risk

THE OPPORTUNITY COST OF THE STATUS QUO

1. Continuing to prioritize install revenue without a clear resource-allocation rule likely increases churn risk in
maintenance contracts, weakening the recurring base that stabilizes capacity and cash generation.

2. Scaling lead generation before fixing estimating and conversion discipline tends to raise acquisition cost
and create margin volatility, which narrows confidence in forward projections and reduces appetite for a
growth premium.

3. The business currently looks reliable in delivery but inconsistent in commercial execution; that mismatch
often becomes a diligence focus and materially increases proof requirements before any capital-backed
acceleration.

Near-Term Outlook (90-180 Days):
If no corrective action is taken, growth likely stays slow and operational tradeoffs persist.
Over time, rebuilding contract trust and margin discipline becomes harder and slower.
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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 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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