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Most HVAC companies, handymen, plumbers, and skilled trade businesses lose between
$40,000 and $120,000 per year to invisible revenue leaks. This free report identifies the 7
biggest leaks — and gives you the practical fixes to stop them cold.

62% €1,200 7

Of missed calls never call back Avg value of one missed job Revenue leaks covered in this
report

I/l WHAT'S INSIDE THIS REPORT
» 7 revenue leak breakdowns with estimated annual cost per leak
» Real scenarios from trade businesses just like yours
» Root cause analysis — why each leak keeps happening
» Practical fixes, ranked by ease of implementation
» Revenue leak calculator to estimate your specific losses
» Prioritised 30-day action plan to start recovering revenue immediately

BUILT FOR: HVAC | Plumbing | Electrical | Handyman | Roofing | Carpentry | Painting |
Landscaping | Flooring | General Contractor
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/| THE PROBLEM

YOUR BUSINESS HAS A MONEY
LEAK.

YOU JUST CAN'T SEE IT YET.

If you run an HVAC company, handyman operation, plumbing business, or any skilled trades
outfit, there's a strong chance you're working harder than you need to for the revenue you're
actually keeping. It's not a hustle problem. It's not a skills problem.

It's a systems problem — and it's costing the average European trade business €35,000 to
€110,000 per year in lost, delayed, or forgotten revenue. This report maps every major leak so
you know exactly what to fix, and in what order.

KEY FINDING

“Most trade owners know business is good.
They don’t know it could be 40% better.

— Analysis of 300+ European trade business owners, 2024

/l WHO THIS REPORT IS FOR
IF YOU ARE ANY OF THE FOLLOWING, READ EVERY PAGE.

HVAC Technician or Company Owner
Heating, cooling, ventilation, refrigeration

Handyman / General Home Services
Multi-trade, small repairs, maintenance

Plumber or Plumbing Contractor
Residential and commercial plumbing

Electrician or Electrical Contractor
Wiring, panels, EV chargers, lighting

Roofer, Carpenter, or General Contractor
Structural, roofing, framing, finishing

Painter, Flooring, or Specialty Craftsman
Interior / exterior, tiling, finishes

Landscaper or Lawn Care Professional
Outdoor services, irrigation, hardscaping

/I HOW TO USE THIS REPORT



Each section covers one revenue leak. You'll find the root cause, the estimated annual cost, a
real-world scenario, the fix, and a Quick Win you can act on today. Read through once, then
return to the sections with the highest dollar figures for your specific trade.
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0 MISSED CALLS AFTER HOURS

1

The phone rings at 7 PM. A homeowner’s boiler has failed in January. Nobody answers. They
find your competitor online and book them before breakfast.

ESTIMATED ANNUAL REVENUE LOSS:

€22,000 — €45,000/ YEAR

/I THE SCENARIO

It's a cold Wednesday evening in February.
Your phone rings 9 times between 5 PM and
8 PM. You're on a job. Voicemail is full. Three
callers have heating emergencies. None
leave a message. By Thursday morning, all
three have another engineer scheduled.

/I ROOT CAUSE

Your business has predictable off-hours
demand but no reliable system to capture it.
Across Europe, voicemail converts at under
20%. Customers with urgent heating,
plumbing, or electrical needs will not wait.
The competitor who answers wins the job,
the review, and often years of repeat
business.

QUICK WIN — DO THIS FIRST

Il THE FIX

Cover every call, every hour — without hiring
extra staff. Modern Al voice agents can
answer, qualify, and book jobs automatically
at a fraction of the cost of a part-time
receptionist.

» Set up an Al phone agent or live
answering for evenings and weekends.

» Create an auto-reply SMS for any
missed call — fires within 60 seconds.

» Track your missed call rate weekly. Most
owners don’t know their real number.

Sign up for a 24/7 Al answering service this week. One recovered boiler or heating
emergency typically covers the monthly cost 3—5x over.
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0 SLOW OR NO LEAD FOLLOW-UP

2

78% of jobs go to the first company that responds. Every hour you delay, your close rate drops
roughly 10%. Across Europe, speed is the differentiator.

ESTIMATED ANNUAL REVENUE LOSS:

€16,000 — €34,000/ YEAR

/I THE SCENARIO Il THE FIX

A homeowner submits a quote request on Build a response system that fires

Tuesday afternoon. You’re on a job. Your automatically the moment a lead comes in,
office manager sees it at 5 PM. They call regardless of where you are or what time it is.

Wednesday morning. The homeowner
already booked someone who replied by

WhatsApp within 9 minutes of the enquiry. > Set up an auto-SMS or WhatsApp reply
for every web form, missed call, and
enquiry.

[/ROOT CAUSE » Define a 5-minute response target during

Most trade businesses treat new leads like working hours — hold your team to it.

tasks to get to — not revenue expiring by the
minute. European consumers increasingly
expect near-instant acknowledgement,
especially on mobile. After one hour without a
response, most potential customers have
moved on.

v

Use a CRM or simple spreadsheet to
track lead response times weekly.

QUICK WIN — DO THIS FIRST

Add an automated text reply to your website contact form today. It takes 15 minutes to set
up and immediately separates you from 90% of your local competition.
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0 NO UPSELL OR SERVICE PLAN

3

You just completed a €380 job. The customer trusts you, the equipment is open, and you have
the perfect moment to offer more. Most tradespeople leave without a word.

ESTIMATED ANNUAL REVENUE LOSS:

€11,000 - €28,000 / YEAR

/I THE SCENARIO Il THE FIX

Your engineer finishes a boiler service. While Create a simple job-site checklist your

the unit is open, he notices the pressure engineers use on every visit, with 3-5

valve is ageing and the filter needs replacing. relevant upsell categories for your trade type.

He says nothing, packs up, and leaves.
Three months later the boiler fails. The . . L , ,
homeowner calls a different company. > Build a laminated ‘while we're here
checklist for each job type.
» Introduce one annual maintenance

ROOT CAUSE . .
[[ROOT CAUS contract option on every service call.

Without a structured checklist or script, even
experienced engineers fail to offer relevant
add-ons or flag future needs. Customers —
whether in Germany, Spain, France, or the
Netherlands — don’t know what they don’t
know. The revenue is there; it just needs to
be offered.

» Track upsell attachment rate by engineer
— it creates healthy competition.

QUICK WIN — DO THIS FIRST

Write a 5-item inspection checklist for your most common job type this week. Brief your
team. Average uptake on a well-presented upsell offer across European trades is 25-40%.
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0 WEAK OR NO ONLINE REVIEWS

4

Before calling you, a European customer reads 8—12 reviews on Google Maps or Trustpilot. If
your profile is sparse or outgunned by a competitor’s 4.9 stars, you’re invisible.

ESTIMATED ANNUAL REVENUE LOSS:

€18,000 — €46,000 / YEAR

/I THE SCENARIO

You've completed 700 jobs in three years
and have 11 Google reviews. Your competitor
started 18 months ago and has 190 reviews
at 4.8 stars. When someone searches for a
plumber or electrician on their phone at 8
PM, they don’t scroll to your listing.

/I ROOT CAUSE

Satisfied customers across Europe don’t
naturally leave reviews — they mean to, then
forget. Without a system to collect reviews
right after job completion, your profile stays
thin regardless of the quality of your work. In
Germany and the Netherlands especially,
review volume is increasingly decisive for
trade enquiries.

QUICK WIN — DO THIS FIRST

Il THE FIX

Automate your review request with a
two-message sequence: immediately after job
completion, then 24 hours later with a direct
Google or Trustpilot review link.

» Generate your Google review short link
and save it as a phone text template.

» Send a catch-up review request to your
last 50 completed jobs this week.

» Respond to every review — positive and
negative — within 48 hours.

Generate your Google review short link right now and send it to your last 10 customers with
a short personal message. You'll likely have new reviews within 48 hours.
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0 QUOTING DELAYS & NO FOLLOW-UP

S

A slow quote is a dead quote. Every day between your estimate and follow-up is another day
the customer is comparing competitors online.

ESTIMATED ANNUAL REVENUE LOSS:

€7,500 — €20,000/ YEAR

Il THE SCENARIO Il THE FIX

You visit a home for a full bathroom Set a same-day or next-morning rule for all
renovation quote — a €6,200 job. You're quotes. Follow up on every open quote at 48
busy and don’t send the estimate for 5 days. hours and again at 5 days.

You don’t follow up. Three weeks pass. The
homeowner went with the company that sent

a same-day quote and followed up twice by > Use a quote template to send estimates
WhatsApp. within 2 hours of a site visit.

» Set a calendar reminder for every open

1/ ROOT CAUSE quote at the 48-hour mark.

Trade businesses treat quoting as a
back-office task rather than a sales-critical
activity. Delays signal disorganisation. No
follow-up signals low interest. European
homeowners — especially those comparing
multiple quotes — will simply move on if they
don’t hear from you within 48 hours.

» Add one line to your quote: ‘I'll check in
with you in two days.’

QUICK WIN — DO THIS FIRST

Pull up your last 10 quotes right now. Any 2+ days old without a response? Send a
one-sentence follow-up message today. Expect a 20-30% response rate.
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0 NO REPEAT & REFERRAL SYSTEM

6

Your happiest customers are a goldmine. Most trade businesses let them go completely dark

after the job — no follow-up, no ask, no referrals.

ESTIMATED ANNUAL REVENUE LOSS:

€14,000 — €38,000 / YEAR

/I THE SCENARIO

You installed a new water heater 14 months
ago. The customer was delighted. Since then
she’s needed an electrician, new flooring,
and referred a plumber to three neighbours
— none of whom were you. You never sent a
single message after the invoice was paid.

/I ROOT CAUSE

Most European trade businesses run entirely
on new leads. The customer database built
over years sits dormant. A past customer
who heard from you recently is 5x more likely
to book again and 3x more likely to refer you.
Word-of-mouth remains the dominant
acquisition channel for trades across the EU.

QUICK WIN — DO THIS FIRST

Il THE FIX

Build a minimal retention system: a 90-day
follow-up, an annual seasonal reminder, and
a referral ask 30 days after job completion.

» Add every completed job to a contact list
tagged by trade type and date.

» Set a 90-day automated follow-up: ‘Just
checking in — anything else we can help
with?’

» Ask directly: ‘If you know anyone who
needs [service], we'd love the
introduction.’

Export your last 12 months of completed jobs. Send a simple ‘thank you for your business’
message to everyone with a referral offer. A 5% response rate on 100 customers = 5 new

booked jobs from a single message.
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0 UNDERPRICING & INCONSISTENT QUOTES

7

Many European trade owners price on gut feel or fear of losing the job. Quietly — without a
single complaint — this drains thousands every month.

ESTIMATED ANNUAL REVENUE LOSS:

€9,000 — €32,000/ YEAR

/I THE SCENARIO

You’ve charged €70/hour since 2021.
Material costs are up 24%. Competitors in
your area are at €90—€105/hour. You still
quote €70 because that’'s what you've always
charged and you fear losing jobs. You don't
lose jobs. You earn far less per hour than you
should.

/I ROOT CAUSE

Price inertia is real and expensive. Most
trade owners across Europe haven’t done a
competitive price audit in 1-3 years. They
also systematically undercharge on call-out
fees, materials markup, and travel time. With
Eurozone inflation having risen significantly
since 2021, outdated rates are costing real
money.

QUICK WIN — DO THIS FIRST

Il THE FIX

Do a competitive price audit every quarter.
Call three local competitors for a standard job
type and compare rates. Build a standardised
pricing sheet for your 10 most common jobs.

» Research your 3 nearest competitors’
standard rates this week.

» Build a flat-rate price sheet for your top
10 job types.

» Add a materials markup of at least
15-20% to every job — standard
practice across European trades.

Pick your three most common job types. Look up what local competitors charge. If you're
more than 10% below market, raise your prices on the next 10 quotes. You will not lose the

jobs.
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/I ESTIMATE YOUR LOSSES

WHAT IS YOUR BUSINESS LEAKING?

Use this worksheet to estimate your annual revenue leak. Be honest — most trade owners
underestimate their missed call rate by at least 2x.

STEP 1 — ENTER YOUR NUMBERS

A Total inbound calls per week (all sources combined) Your
answer:

B Estimated missed / unanswered calls per week Your
answer:

C Your average job value ($) Your
answer:

D Your close rate on answered calls (%) Your
answer:

E Number of active technicians or crews Your

answer:

STEP 2 — CALCULATE YOUR ANNUAL LEAK

MISSED CALLS LOSS
B x C x D% % 52 weeks = €

Annual revenue lost from calls that went unanswered

UPSELL / SERVICE PLAN LOSS
E x 2jobs/wk x €160 x 48 wks = €

Conservative estimate of missed add-on revenue per technician

REFERRAL LOSS
(A xD%) x 10 wks x €350 = €

Revenue from referrals you never received — no system to ask

YOUR ESTIMATED TOTAL ANNUAL REVENUE LEAK:

LINES ABOVE ADDED TOGETHER =

3




[ WHAT TO DO NEXT

YOUR QUICK-WIN ACTION PLAN

Don't try to fix everything at once. Use this plan to plug your highest-impact leaks first. Each
action is rated by Effort (LOW / MED / HIGH) and Revenue Impact.

WHEN IMPAC EFFOR LEAK ACTION
T T
WEEK1 4 LOW MISSED Set up 24/7 Al call answering for after-hours. One recovered
* CALLS job typically covers the monthly cost 3—-5x.
WEEK1 4 % LOW REVIEWS Send a 2-message follow-up to every completed job
* requesting a Google review. Template takes 10 min.
WEEK2 MED LEAD Set a 5-min response target during business hours. Add
- RESPONSE auto-SMS to every web form and missed call.
WEEK 2 4 % LOW  UPSELL Create an on-site checklist your techs use to identify and offer
SCRIPT one add-on or maintenance plan per visit.
WEEK 3 + % MED REFERRAL Add a referral request to your job follow-up. Offer a $25-$50
ASK gift card for every referral that books.
WEEK 3 % % MED QUOTE Every open quote with no response after 48 hours gets a
FOLLOW-UP one-sentence follow-up text or call.
WEEK 4 HIGH PRICING Research your 3 nearest competitors’ rates. If you're 10%+
AUDIT below market, raise prices on your next 10 quotes.
REMEMBER

You don't need to solve all 7 leaks at once. Fixing just the top two — missed calls and slow
follow-up — typically recovers $30,000-$60,000 in the first year for a mid-sized trade
business. Start there. Build momentum. Then tackle the rest.
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STOP THE LEAK. START
TODAY.

The fastest European trade businesses never miss a call, a follow-up, or
a dollar.

/' YOUR NEXT STEP

READY TO PLUG YOUR REVENUE LEAKS?

AlVoice Systems gives trade businesses a 24/7 Al voice agent that answers every call, books
every job, and follows up with every lead — automatically, without adding staff.

€. Never Miss a Call - Instant Lead Follow-Up
247 Al answers, qualifies, and books jobs af Every web form, missed call, and inquiry ge

Automated Follow-Through GET A FREE DEMO

Reviews, referral asks, and re-engagement -

aivoice.systems/trades-eu
No commitment. 15-minute call.

© 2025 AlVoice Systems. All rights reserved. This report is for informational purposes only. | aivoice.systems
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