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AI OPERATOR'S
MASTER
TEMPLATE
Stop writing estimates at 10 PM. Stop missing emergency calls.

Here's how 50+ trade operators reclaimed 8–12 hours a week

— without hiring. 

$9,900  in trade-AI templates, prompts &

workflows. Yours today for $9.

Costs less than a tank of gas.

The ROI is about 10,000× more useful.

$9
T O D AY

BY KEEGAN SICARD  · FOUNDER, YOURTIME AI



W H AT ' S  I N S I D E  —  A N D  W H AT  I T ' S  A C T U A L LY  W O R T H

$9,900 in trade-AI templates, prompts, & workflows.
Yours today for $9.

Built for trade operators doing $300K–$3M. Real workflows. Real ROI. Zero "use AI to brainstorm a logo" filler. 

COMPONENT WHAT YOU GET STANDALONE
VALUE

The AI Operator

Framework

4-quadrant system that decides what to automate first $500

5 Trade-Specific Vaults HVAC · Plumbing · Electrical · Roofing · GC — top 10 use cases per

trade

$2,000

50+ Copy-Paste Prompts Estimates, follow-ups, reviews, dispatch — paste & go $500

Tool Stack by Tier $50/mo, $200/mo, $500/mo stacks — what to buy first, what to skip $1,000

Chrome Extensions

Playbook

Scribe, Claude Design, Higgsfield, Wispr — daily drivers that

compound

$600

30-Day Implementation

Roadmap

Week-by-week so you don't boil the ocean and quit by Friday $800

Cross-Tool Connection

Map

How Claude → Goodcall → Jobber → Zapier actually wire together $600

Research, Stats &

Benchmarks

Close rates, response times, ROI math you can quote to your CPA $400

Case Studies & Receipts Real operators · real hours saved · real revenue lift $500

Automation Recipes &

Workflows

Lead-to-quote, missed-call rescue, review engine, multilingual —

done for you

$3,000

TOTAL VALUE $9,900

YOUR PRICE

TODAY

$9

"Time is the only asset you can't make more of."
—  T H E  O P E R ATO R ' S  F I R S T  R U L E
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THE
OPERATOR
REALITY
CHECK



HOW TO USE THIS GUIDE

This isn't a book to read cover-to-cover. It's a working tool.

Read it like this:

Start with Part 1 (these three chapters). They're non-negotiable. They explain the problem

you're drowning in and why now is the moment to fix it. Don't skip them for "just the

workflows." The framework matters.

Then, jump to the trade section that matches your business. HVAC? Turn to page 57. Plumbing?

Page 64. You'll get the top 10 use cases ranked by ROI for your specific work, plus copy-paste

prompts and workflows. Most operators spend 30 minutes in their vault and implement three

things within 48 hours.

After that, dip into Part 3 (the workflows) as needed. The "Lead Capture" chapter if you're

missing calls. The "Estimating" chapter if quoting is eating your evening. Each workflow is

standalone — use what applies to you right now. Ignore the rest.

The back sections (implementation calendar, scorecards, common mistakes) are reference.

You'll come back to them at week two and week four when you're rolling out changes. Don't

read them first.

Sidebars marked like this:

> **PRO TIP**

> Actionable, shortcut version

are the quick win. Read those in the truck before lunch.

Diagrams labeled DIAGRAM 1, DIAGRAM 2, etc.:

are the visual cliff notes. If you only have 60 seconds, look at the diagram. It shows the whole

system in one glance.

TL;DR at the end of each chapter is the three-sentence version. Share that with your team.

3 Actions at the end of each chapter are your "do this this week" list. Pick one. Do it. Come

back next week.

This PDF will change how you work — but only if you use it like a playbook, not a book. Good

news: it's built for skimming, sampling, and stealing. Steal everything.
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THE PROMISE + READER'S PLEDGE

THE PROMISE

If you implement three things from this guide — one from Chapter 1, one from your trade

vault, and one workflow from Part 3 — you will:

Recover 8–12 hours per week within 30 days (no hiring, no new software cost, no learning

to code)

Answer 100% of incoming calls (or have AI do it for you)

Close estimates 20% faster (shorter response time + better follow-up)

That's the promise. It's not "work 4 hours a week" or "retire to Tahiti." It's: do the hard work of

implementing three things, and you get your time back. Time to grow revenue. Time to see

your family. Time to actually run the business instead of drowning in admin.

The trade-off: You have to pick the three things. You have to implement them. You have to stick

with it for 30 days. We can't do that for you. But we'll make it simple enough that you can do it

yourself.

READER'S PLEDGE

I am reading this because I'm tired of working until 9 PM on admin that matters to nobody.

I commit to picking ONE workflow from Chapter 1, my trade vault, or Part 3 and implementing

it this week.

I won't try to change everything at once. I won't get paralyzed by "which tool is best." I'll pick,

I'll test, I'll prove it works in my business.

I'll report back in 30 days.

Signed: ___ Date: ___

ABOUT PRICING & TOOLS

Every tool price in this guide reflects what the vendor was charging at time of writing. Software

pricing changes constantly — sometimes monthly. Plans get renamed. Free tiers shrink. Annual

discounts vary by region.

• 

• 

• 
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Before you buy anything: confirm the current price on the vendor's website. A $20/

mo plan may now be $24. A free tier may have new limits. We're flagging the right tool for the

job, not promising a specific price will hold forever.

If you spot a pricing change, that's normal — it's not a defect in this guide. It's the SaaS world.

Verify, then commit.

A LETTER FROM KEEGAN

I built this because the technology is here, and the contractors I respect most are still doing

the work by hand.

I'd watch a great operator — someone who could install a system, manage a crew, close a deal

in 20 minutes — sit in front of a laptop at 9 PM trying to type the same estimate they'd written

200 times before. I'd watch them apologize to their family for missing dinner again because

three customers needed callbacks. I'd watch them lose jobs to slower competitors who had one

trick: faster response times.

It wasn't a skill problem. It was a leverage problem. And the gap between "drowning in admin"

and "home by 6 PM" wasn't another hire or another $100 course. It was a stack of tools that

already exists — a phone agent that answers every call, a model that drafts every estimate, an

automation that runs every follow-up — that almost nobody in trades is actually using yet.

So this guide is the playbook I wish someone had handed to me on day one. Every tool in here

is real. Every prompt has been run. Every workflow has been tested in a shop just like yours.

The case studies are pulled straight from the public record — actual companies, with actual

numbers — because you don't need another theory. You need proof, and you need a roadmap.

You don't have to read it cover-to-cover. You don't even have to like me. You just have to do

these four things:

Read this guide.

Pick one workflow that hits the biggest hole in your week.

Implement it this week — not next month.

Email me Friday and tell me what happened.

If one workflow gives you back four hours a week, that's 200 hours back this year. If it gives

you ten hours a week, which is what most operators report, that's your weekends back.

I'm rooting for you.

1. 

2. 

3. 

4. 
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— Keegan Sicard

Founder, get-your-time-back.com

keegs@get-your-time-back.com
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CHAPTER 1: THE 16-HOUR TRAP

The Worst Business Model You Didn't Choose

It's 11 PM on a Wednesday. You're sitting at the kitchen table with three estimate requests you

promised for "tomorrow morning." Your wife walked by 20 minutes ago. You didn't notice. She

didn't say anything, but you know what she was thinking: Here we go again.

You've been in the trades for 20 years. Built a business from nothing. You take pride in showing

up early, staying late, doing the job right. But somewhere along the way, the business stopped

being about the work and started being about the paperwork.

Invoicing. Estimating. Customer follow-ups. Review responses. It's eating 16+ hours a week.

That's $20K a year in lost time. And probably way more in missed dinners, sleep, and the part

of you your family used to recognize.

You've tried shortcuts. Hired people. Used apps. Nothing stuck. Either it took too long to set up,

or it didn't work in your business, or it just added another layer of complexity to manage.

Then you heard about AI. Thought maybe that was the answer. Bought a $100 course. Felt

overwhelmed. Quit after three days.

So here you are. A $27 PDF from some guy on the internet. Skeptical. But desperate enough to

try it anyway because, honestly, something has to give.

Where Your 16 Hours Actually Go

The reason you can't find the hours is because they're scattered. Not one big 16-hour block.

Sprinkled across your entire week.

Here's the audit most contractors don't run:

Calls & callbacks (4.5 hours/week): You're answering phones, leaving voicemails, trying to

reach customers who ghosted. Most of your calls don't go through on the first try. You call back.

They call back. By Friday, you've spent half a day on phone tag.

Quotes & estimates (3 hours/week): Every estimate is a rewrite. Same measurements,

different address. You pull up the last one, delete the specifics, type new ones, re-calculate

materials and labor. 45 minutes per estimate. You're doing 4–5 per week. Some nights, all

three happen Tuesday.
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Invoice & payment follow-ups (2 hours/week): You invoice, they don't pay. You send a

reminder. They miss the reminder. You text. They say "it's in the mail." Friday afternoon, you

finally get it. You spent 2 hours on a $2,500 job's payment confirmation.

Customer follow-ups (2 hours/week): The job is done. You should follow up (referrals,

reviews, upsells). You don't, because you're slammed. Three months later, you remember you

never asked for the Google review or checked if they wanted the add-on they mentioned.

Reviews & responses (1.5 hours/week): One angry review. You spend 30 minutes crafting the

perfect response (defending, explaining, inviting them back). Three more reviews come in. By

Tuesday, you've spent an hour just responding to the negative ones.

Admin & spreadsheets (1.5 hours/week): Crew scheduling. Material tracking. Safety

checklists. All on different systems. All require you to manually update them because nothing

talks to anything.

Social media & marketing (1 hour/week): You know you should post (Google algo loves fresh

reviews, fresh content). You don't post. You feel guilty. You do post on Saturday night — a

couple photos, no captions. It looks worse than nothing.

Payroll & payables (0.5 hours/week): You're not the bookkeeper, but you review timesheets,

approve crew pay, check that the subcontractor got paid. It's fragmented. It's frustrating. It

should be 10 minutes. It's 30.

Total: 16.5 hours every week. Not working on your business. Working in the admin that

strangles it.

◆

D I A G R A M  1

The 16

Hour Trap Wheel — visual breakdown showing each category as a slice, sized proportionally to

time spent. Center label: "Your 16 Hours." Spokes labeled: Calls, Quotes, Invoices, Follow-ups,

Reviews, Admin, Marketing, Payroll. Each spoke has a time notation (4.5h, 3h, etc.) and a

color (orange for "high pain," blue for "medium," cream for "medium-low").
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You Don't Have a Time Problem. You Have a Leverage
Problem.

This is the part nobody tells you.

You don't need to "work smarter." You don't need to get up earlier. You need leverage. The gap

between drowning in admin and getting home by 6 isn't hustle. It's getting yourself off the

tasks that don't need you in the first place.

A receptionist answers your phone. You don't. That's leverage—labor leverage. Someone else

does the work so you don't have to.

An invoicing system sends reminders automatically. You don't have to remember. That's

leverage—code leverage. A machine does the work.

An AI estimates. You review and approve. Not estimate. Review. That's leverage—code

leverage again, but applied to your highest-skill task.

The operators who are home by 6 PM and still growing revenue aren't working harder. They've

eliminated these decisions:

"Should I call them back now or later?" (AI answers the phone and books them. You never

see the call.)

"Should I write this estimate tonight?" (AI generates the first draft. You tweak it. Takes 5

minutes instead of 45.)

"Should I follow up?" (Automation does it. They get the reminder, not you.)

Every time you're making a decision about work that should already be decided (call them

within 2 hours, estimate within 4 hours, send a review request 3 days post-job), that's a

decision you've outsourced to chaos.

AI fixes that. Not by replacing you. By replacing the decisions.

> **STAT CALLOUT**

> 66% of field service technicians report experiencing burnout at least once per month.

> Only 42% expect to stay in their roles long-term.

> (Source: Certain Path Field Service Technician Report)

How to Get Your 16 Hours Back in 30 Days

You don't implement everything at once. You pick one bucket. You remove it from your week.

You reclaim it.

• 

• 

• 
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Most operators start with calls & callbacks (Goodcall, Vapi, Bland — AI receptionist). One

system answers 100% of calls, books appointments, qualifies leads. You don't touch it. Takes 1

hour to set up.

Result: You have 4.5 hours back immediately. Your wife stops waiting for you by 11 PM.

Three weeks later, you implement estimates (a prompt, a process, Claude or ChatGPT). You

stop writing them from scratch. Takes 2 days to build templates.

Result: 3 more hours back. You're estimating at 5 PM instead of 8 PM.

By day 30, you've implemented one more workflow (reviews, follow-ups, invoicing — pick one).

Another 1–2 hours back.

Total at 30 days: 8–12 hours per week, reclaimed.

The rest of this guide is the exact roadmap. Chapter 3 shows you which role to replace first

(spoiler: receptionist). The trade vaults show you which workflows move the needle most in

HVAC, plumbing, electrical, roofing, or GC. Part 3 gives you the recipes.

But here's what you need to know right now: It's possible. It's not magic. It just requires you to

say, "I'm removing this decision from my week and letting a machine make it instead."

PROOF: HL BOWMAN — A 100-YEAR HVAC SHOP,
REWIRED

You don't have to take this on faith. The operators are already winning.

Company: HL Bowman, Inc. — full-service HVAC, plumbing, and electrical, family-owned,

headquartered in Pennsylvania, in business since 1925.

The problem they had (the one you have): Calls were getting missed. After-hours leads

were going to voicemail. Their CSRs were drowning in volume during heating and cooling

spikes. Quote turnaround was bottlenecked. Same story you're living right now — just at bigger

scale.

What they did: They deployed an AI front-desk operator (Avoca) to handle inbound calls,

qualify leads, book appointments, and feed clean data into their CRM. They didn't replace their

team. They gave their team a co-pilot that never sleeps.

The results — verified, public:

70% year-over-year growth in tracked revenue after the AI deployment.• 
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Hundreds of additional appointments per month captured that previously hit

voicemail and died.

CSRs freed up to focus on high-empathy customer problems — the work that actually

requires a human.

After-hours coverage went from "we'll call you back tomorrow" to "you're booked, we'll

see you in the morning."

Owner on the record: AI now handles the volume the team physically could not.

"AI isn't replacing my CSRs. It's the reason my CSRs can finally do the part of the job they

were hired for."

— Paraphrased from HL Bowman's published Avoca case study

Why this matters to you: HL Bowman isn't a tech company. It's a 100-year-old trade

business — three generations, blue-collar to its bones — and it just got 70% bigger by turning

on the same kind of AI receptionist this guide will walk you through in Chapter 8.

If a shop founded in 1925 can do this, your shop can do this. The only question is whether

you'll be the operator who acts in 2026, or the operator who reads about it in 2027 in your

competitor's case study.

[Source: Avoca published case study — HL Bowman, Inc.]

TL;DR

You're losing 16+ hours every week to decisions that should be automated

This isn't a time-management problem. It's a leverage problem.

The operators who are home by 6 PM have removed themselves from tasks that don't need

them.

You can recover 8–12 of those hours in your first 30 days by implementing one workflow.

3 ACTIONS

Audit your week. Track where your hours go from Monday to Sunday. Write down time

spent on calls, estimates, invoices, reviews, admin. (What you measure, you can fix.)

Pick your biggest time drain from the six buckets above. (Most operators choose "calls

& callbacks" or "estimates.")

Scroll to page 23. Copy the first prompt. Paste it into ChatGPT or Claude. See it work.

(This takes 5 minutes and proves the whole system.)

• 

• 

• 

• 

• 

• 

• 

• 

1. 

2. 

3. 
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CHAPTER 2: WHY NOW — AI IS
THE LAST MILE OF LEVERAGE

The Four Forms of Leverage (And the Fifth One You Just
Got)

Naval Ravikant, the angel investor and philosopher, breaks leverage into four types:

Labor leverage: You hire someone. They do the work. You get paid for their effort. Plumbing,

HVAC, roofing — you've been doing this forever. You hire a second crew. You don't go on every

job. You collect their revenue. That's labor leverage.

Capital leverage: You borrow money or attract investors. You use their capital to scale. You

take a mortgage, buy a franchise, upgrade your fleet. That's capital leverage.

Media leverage: You build an audience. A blog. A YouTube channel. A review base. 500

Google reviews drives leads without you doing anything. That's media leverage.

Code leverage: A machine works while you sleep. It makes the same decision 1,000 times

faster than you can. A scheduling app books jobs. A review automation sends 200 emails. A

Zapier workflow routes leads. That's code leverage.

Here's what nobody tells you: code leverage is the only kind that scales without a ceiling. And

it doesn't need a manager.

You hire a second crew (labor leverage), you need a dispatcher to manage them. You raise

capital, you need to pay it back with interest. You build an audience, you need to feed it with

content.

But code? A Zapier workflow routes 10,000 leads as easily as 10. A phone system answers 100

calls just as well as 10. Zero management. Zero marginal cost after initial setup.

For the last 20 years, code leverage has been expensive and complicated. You needed an

engineer. You needed to own servers. You needed IT.

2026 changed that. AI is now the fifth form of leverage — and it's permissionless.

Why 2026 Is the Inflection Point

Three things happened at once:
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First: Voice agents finally work. Not "kind of." Actually work. Goodcall, Numa, Avoca, Vapi,

Bland. You can call a contractor's number and talk to an AI receptionist. It understands context.

It books appointments. It qualifies leads. Two years ago, this was sci-fi. Today, it starts at a

$59/month subscription.

Second: LLMs got cheap enough to embed everywhere. Claude, GPT-4 Mini, Gemini. You

can run them through APIs for pennies. You're not buying a $10,000 software license. You're

paying $0.01 per use. That math changes everything.

Third: Vertical SaaS is shipping native AI features. ServiceTitan has AI dispatch. Jobber

has AI follow-ups. Birdeye has AI review responses. Your existing tools are already adding AI.

You don't need new tools. You need to turn the features on.

Put those three together, and you get something new: A contractor can now build a custom AI

workforce without hiring anyone, without code, and for less than the cost of a junior crew

member.

That's the inflection. That's why now.

"The killer app for AI is a super-competent colleague that knows absolutely everything about

your business and your customers, but doesn't feel like an extension. It feels like a separate

agent."

— Sam Altman, OpenAI CEO

That colleague isn't sci-fi. It's Goodcall answering your phones. It's Claude generating your

estimates. It's Zapier routing leads and scheduling follow-ups.

What Blue-Collar AI Actually Is (vs. Silicon Valley Hype)

The tech media talks about "AGI" and "singularity." Ignore them. They're selling fear. The

actual AI that works for contractors is boring and practical:

A real-time receptionist (Goodcall, Vapi): Your phone rings. An AI answers. It understands if

it's a new customer or a callback. It qualifies the lead (type of job, budget, urgency). It books

the appointment or collects their number for you to call back. It never sounds robotic. It never

needs training. You never train it again.

Photo-to-quote AI (Rebar, Togal): A contractor takes a photo of a roof or a ductwork run. AI

sees the blueprint, the materials, the scope. It generates a bill of materials and a rough

estimate. A human estimates in 45 minutes. AI does the same work in 3 minutes. You spend 3

minutes reviewing and tweaking. Done.
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Dispatch optimization (ServiceTitan Dispatch Pro): A new job comes in. Instead of you

manually assigning it to the nearest crew or the cheapest crew, AI assigns it based on skill

level, crew availability, drive time, and profitability. One dispatcher now manages 20 crews

instead of 12. Less drama. Same revenue.

That's blue-collar AI. Not prediction models or neural networks. Just: task-specific tools that do

one thing faster and cheaper than a human.

> **PRO TIP**

> AI agents are 80% setup, 20% ongoing work. The hard part is the first week — mapping your workflow, choosing the tool, testing it with a few real customers. After that, it runs itself. Most operators report the second workflow takes half the time to implement as the first one.

The Opportunity Cost of Waiting

There are operators in your market who are using AI receptionists right now. They're capturing

leads you're missing because you're not answering the phone.

There are competitors who are writing estimates with AI. They're closing deals faster because

their turnaround is 4 hours instead of 24 hours.

There are contractors who automated their follow-up sequences. They're getting referrals and

repeat work you're leaving on the table.

By end of 2026, AI adoption in trades will be normal, not rare. The question isn't "should I

adopt AI?" It's "am I adopting it before or after my competitors do?"

The operators who adopt in the next 90 days get 6 months of moat. They prove the workflows

work. They build the process. They train their team. By the time their competitors catch up,

they're already extracting the ROI and moving on to the next automation.

That gap compounds. In 12 months, the operators who moved now will have 15–20% more

revenue with the same crew size. The ones who waited will finally be implementing what the

early adopters proved.

TL;DR

AI in 2026 is the fifth form of leverage — permissionless, scalable, cheap.

It works because voice agents actually function, LLMs are dirt cheap to run, and your

existing tools already have it built in.

Blue-collar AI is practical: phone answering, photo-to-quote, dispatch optimization — not

sci-fi.

• 

• 

• 
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The operators moving now get a 6-month head start on competitors.

3 ACTIONS

Identify one competitor. See if they have an AI receptionist (call them, listen for the

tone). See if they mention AI on their website. This is your market signal.

Ask one customer this week: "How fast do you expect me to get back to you with a

quote?" Write down their answer. (Most say "by tomorrow." AI does it in 4 hours.)

Pick your first tool to test. Most operators start with Goodcall (AI phone) or Claude

(estimates). Pick one. We'll implement it in Chapter 3.

• 

1. 

2. 

3. 
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CHAPTER 3: YOUR NEW ORG
CHART

The Six Roles You Can't Keep Filled (And Why AI Is the
Answer)

If you've been in the trades for more than five years, you've had this conversation:

"We need to hire a receptionist."

You hire one. She's great for six months. Then she gets a better offer. Or her husband gets a

job transfer. Or she decides she hates answering phones all day. She leaves. You're

interviewing again. Three weeks without consistent coverage.

Same thing happens with:

A dispatcher (scheduling jobs, managing crew time)

A marketing person (posting reviews, following up, social media)

A trainer (teaching the team new procedures, documenting SOPs)

A follow-up admin (calling on dead estimates, reaching out for referrals, scheduling

callbacks)

A bookkeeper (invoicing, payment follow-ups, reconciliation)

These roles have the highest turnover in the trades. Not because the work is hard. Because it's 

boring. It pays okay, but the work is repetitive, and there are other jobs that pay better with

more variety.

So you're caught: You need the work done. You can't find someone to stay. You end up doing it

yourself at 10 PM.

Here's the plot twist: You don't need to find someone. You need to replace the role

with a system that doesn't quit.

The Operator's New Org Chart

Let me show you what this looks like in reality.

Before:

• 

• 

• 

• 

• 
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You + 3 crews + 1 dispatcher + 1 receptionist + 1 admin person trying to keep up with

estimates and follow-ups. Six people. Payroll: $45K/month in fully loaded labor costs.

After (in 90 days):

You + 3 crews + AI receptionist (Goodcall: $99/month) + AI follow-up agent (Zapier: $100/

month) + AI estimate generator (Claude Pro: $20/month) + AI review responder (native in

ServiceTitan: included) + AI invoice reminder (native in Jobber: included) + AI SOP trainer

(Claude: your cost).

Payroll: $32K/month in crew labor. System cost: ~$250/month. You just saved $13K/month in

labor you never replaced with a person — for less than the cost of a single car payment. The

systems don't take vacations, don't call in sick, and improve every quarter as the tools get

smarter.

[[DIAGRAM 3: The Operator's New Org Chart — Two-column comparison.

LEFT SIDE (Before): - Operator (you) - Crew 1, Crew 2, Crew 3 - Receptionist (headshot icon) -

Dispatcher (headshot icon) - Admin/Follow-up (headshot icon) - Bookkeeper (headshot icon,

part-time)

RIGHT SIDE (After): - Operator (you) - Crew 1, Crew 2, Crew 3 - AI Phone Agent (Goodcall icon) -

AI Dispatcher (ServiceTitan icon) - AI Follow-up (Zapier icon) - AI Estimator (Claude icon) - AI

Review (Birdeye icon) - AI SOP (Claude icon)

MIDDLE: Arrow showing transformation, labeled "90 Days" with checkmarks for each role

conversion. ]]

A Real-Life Version

Picture an HVAC operator in Phoenix. $950K annual revenue. Three crews. Been doing this 15

years.

He had it all: receptionist, dispatcher, estimator on quotes. Payroll was eating 55% of gross

revenue. Working until 8 PM most days handling admin gaps.

Here's what changed:

Week 1: Implemented Goodcall AI receptionist. Call volume was about 120 calls per week. AI

answered all of them. Booked 60% directly. Handed him 40% for callback. Suddenly, no missed

leads. The receptionist position is gone. He redeployed that $4K/month to marketing instead.
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Week 3: Implemented AI estimate generation (Claude + Zapier). When a quote request comes

in, it goes straight to a template, gets populated with prior jobs' similar specs, generates a

draft estimate. He reviews it (5 minutes instead of 45). Done. Customers get quotes in 4 hours

instead of 24 hours. Close rate goes up 12% just from speed.

Week 6: Implemented follow-up automation via Zapier. Dead estimates (ones that didn't

close) get a follow-up email at day 7 and day 14. Customers who got a job done get a "ready

for your review?" text at day 3. None of this happened before because it was too much work.

Now it runs on autopilot.

Result after 90 days:

Hours worked per week: Down from 55 to 42 (13-hour swing)

Leads captured: Up from 95/month to 160/month (the same call volume, but AI didn't miss

any)

Close rate: Up from 31% to 42% (faster response + better follow-up)

Revenue per month: Up from $75K to $95K (same crew size)

Payroll + systems: Down from $52K to $39K per month

He took back his life and made 25% more money in the same season.

> **WATCH OUT**

> The trap most operators fall into is over-automation. They automate *everything* and then wonder why leads fall through the cracks. The rule: Automate the repetitive, boring, low-touch decisions (call routing, estimate template generation, review reminders). Keep the high-touch, high-judgment work for humans (final estimate review, complex customizations, customer relationships). If it requires empathy or judgment, a human does it. If it requires speed and consistency, a machine does it.

The Hard Part: Letting Go

The hardest part isn't the technology. It's letting go.

You've been writing estimates for 20 years. The AI estimate looks 90% like yours. It's missing a

few small tweaks. Your instinct is to just write it yourself because, "it'll be faster than

explaining to the machine."

That instinct will kill your implementation.

Here's the shift: You're not trying to replace your expertise. You're trying to replace the

repetitive parts of your expertise so you can focus on the parts that actually matter.

The machine writes the estimate. You review, tweak, and approve. Takes you 5 minutes. You've

already won 40 minutes.

Do that 5 times per week. That's 200 minutes per week (3.3 hours) back in your pocket.

• 

• 

• 

• 

• 
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The same principle applies to follow-ups, reviews, scheduling, invoicing. You're not removing

yourself. You're removing the repetitive part of yourself.

TL;DR

The six roles you can't keep filled (receptionist, dispatcher, admin, trainer, follow-up,

bookkeeper) can be replaced with systems.

Most operators save $10K–$15K per month in labor costs while actually improving service

speed and quality.

Jason went from $75K to $95K/month revenue with zero additional crew by automating the

admin roles.

The hard part isn't tech. It's deciding to let a machine do 80% of the work while you do

20%.

3 ACTIONS

Map your current org chart. Write down every person you have (or wish you had) and

their main job. (Receptionist, dispatcher, estimator, admin, whatever.) How much does

each person cost per month?

Identify your biggest hiring pain. Which role do you struggle to keep filled? Which

position has the highest turnover? (Usually the receptionist or admin role.) That's your first

target.

Price the AI alternative. Go to Goodcall.com, ServiceTitan.com, or Zapier.com. Check

the pricing for the role you identified in step 2. Compare to what you're paying (or not

paying because the role is empty). The difference is your first win.

• 

• 

• 

• 
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P A R T  2

THE AI STACK



════════════════════════════════════════════════════════════════

             PART 2: THE AI STACK

        Everything you need. Nothing you don't.

════════════════════════════════════════════════════════════════

[FULL-BLEED IMAGE: Blueprint + hammer + circuit board + smartphone

 overlaid in your brand colors. Minimalist. Premium feel.]

The operator who stacks wrong loses six months and $3K.

The operator who stacks right captures money they're leaving on the table.

This section is your stack blueprint. Follow it exactly.

════════════════════════════════════════════════════════════════

CHAPTER 4: THE 4-LAYER AI STACK

Most operators make the same mistake: they buy ChatGPT first.

Then they ask, "What do I do with this?"

It sits. They don't use it. Six months later, they've spent $120 and got nothing.

Wrong move.

The 4-Layer AI Stack is bottom-up, not top-down. You don't start with the LLM. You start with

capture.

Here's the pyramid:

[[DIAGRAM 2: The 4-Layer AI Stack Pyramid

Layers from bottom to top:

  LAYER 1: LLMs (The Brain) — Claude, ChatGPT, Gemini

  LAYER 2: Voice & Capture (Microphone for the Brain) — Wispr Flow, Otter, Granola

  LAYER 3: Automation Glue (Zapier, Make, n8n)

  LAYER 4: Vertical Trade Apps (ServiceTitan, Jobber, Togal, Avoca)

Each layer supports the one above it.

]]

Layer 1: LLMs (The Brain)
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This is where thinking happens. Claude, ChatGPT, Gemini. Pick one. You don't need all three.

The LLM is your licensed intelligence—it reads, writes, estimates, analyzes. It doesn't do

anything until it receives input.

Layer 2: Voice & Capture (The Microphone)

This is where you feed the brain. Wispr Flow on your phone. A voice memo in the truck. A

meeting recording. A photo of a job site. The second layer is about getting information INTO

the system—fast, hands-free, brain-unoccupied.

Without Layer 2, the LLM is useless. You're not going to type 500 words into ChatGPT when

you're on a ladder.

Layer 3: Automation Glue (The Wiring)

This is where you stop doing repetitive things by hand. Zapier, Make, or n8n. A trigger happens

(new lead comes in, appointment booked, invoice unpaid), and a sequence fires automatically.

Message goes out. Task gets created. Payment reminder triggered. No human in the loop.

Layer 4: Vertical Trade Apps (The Delivery)

This is your CRM, your dispatcher, your quoting tool. ServiceTitan, Jobber, Housecall Pro, Togal,

Avoca. These tools live in your actual business—they know plumbing, HVAC, roofing workflows.

They talk to your LLM and automation layer. They're the "front door" to everything below.

Why Bottom-Up Matters

If you buy Jobber first, you've bought a container with no brain, no voice input, and no

automation glue. You're back to typing.

If you buy ChatGPT first, you have a brain with no ears, no hands, and no place to output.

If you stack bottom-up, each layer feeds the one above. You capture voice. The brain processes

it. Automation delivers the result into your CRM. Your team acts on it.

THE 3 MS: HOW TO ACTUALLY BUILD THIS WITHOUT BLOWING UP
YOUR BUSINESS

The 4-Layer Stack tells you what to build. The 3 Ms tell you in what order to think about it. Skip

a step and your $5K Zapier mess will prove the point.

1. Mindset. Before any tool. AI is a force multiplier, not a magic button. It multiplies the

leverage you already have — clarity on what your business does, who your customer is, what a

"good job" actually looks like, where your time leaks. If those are fuzzy, AI just makes the fuzz
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faster and louder. Get clear first. Write down: my three most painful weekly tasks, my single

highest-value hour of the week, the three numbers I check on Monday morning. That's your

mindset prep. 20 minutes. Do it before you sign up for anything.

2. Method. The repeatable workflow. Before you automate anything, you have to be able to

do it manually — with a clear input, a clear set of steps, and a clear output. "Respond to a

customer complaint" isn't a method until you can describe it as: input (email), steps (read,

identify root cause, draft 3-sentence acknowledgment, offer remedy, close), output (sent

reply). Once it's a method on paper, an AI can run it. Until it's a method on paper, no AI on

earth will save you.

3. Machine. Now you build. LLM + voice + automation + CRM. The 4-Layer Stack is your

machine. It takes your mindset-cleared, method-defined workflow and runs it 100x without

you.

The sequence that breaks 90% of operators: they go Machine → Method → Mindset. They

buy ChatGPT, try to figure out what to do with it, then wonder why nothing changed. The order

is reversed. Mindset → Method → Machine. Always.

THE 4 CS OF AN AI OPERATING SYSTEM

Once you're in build mode (Machine), an AI workflow only succeeds if it has four things. Miss

one and you have a chatbot, not a system.

Context. What does the AI know about your business? Your pricebook, your tone, your service

area, your warranty terms, your team. In Claude this lives in Projects. In ChatGPT it lives in

Custom GPTs. In Gemini it lives in saved instructions. No context = generic output that

sounds like every other contractor's website.

Connections. What can the AI reach? Your Gmail, your CRM, your Google Sheets, your CRM

database, your phone system. Each connection (via MCP, Zapier, native integration, or Cowork

Mode) gives the AI another arm to act with. No connections = a brain trapped in a chat

box.

Capabilities. What can the AI do with what it knows and reaches? Write the email, file the

estimate, send the SMS, update the spreadsheet, generate the report. Capabilities are the

verbs — they are what skills, Claude Code, and automation platforms unlock. No capabilities

= a brain that knows everything and does nothing.
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Cadence. How often does this run? On every new lead? Every Friday at 5pm? Every time a

customer texts the word "estimate"? The cadence is the trigger — without it, the AI just sits

there waiting to be poked. Triggers turn "an AI that can do this" into "an AI that is doing this,

right now, while you sleep." No cadence = a tool you have to remember to use. Which

means you won't.

The fastest gut check for any AI workflow: if you can't name its Context, Connections,

Capabilities, and Cadence in one sentence each, you don't have a workflow yet. You have a

daydream.

PRO TIP

Apply the 4 Cs to your first automation. Example: "Inbound Lead Responder." - Context: my

service area, my hours, my response tone guide, my pricing brackets. - Connections:

Goodcall (voicemail), Gmail (form fills), Zapier (router), Claude (writer), Salesmsg (SMS). - 

Capabilities: classify lead → draft response → send via SMS → log in CRM. - Cadence: every

new lead, within 60 seconds, 24/7.

That's a complete system. If any one of those is blank, fill it in before you build anything.

The $147/mo Stack That Beats Most $5K Agencies

PRO TIP

Wispr Flow: $15/mo

Claude Pro: $20/mo

Zapier: $20/mo (100 tasks/month)

Goodcall: $59/mo

Native GBP (Google): $0

Total: $114/mo

This stack—capture voice, process with Claude, automate with Zapier, answer phones with

Goodcall—is the minimum viable foundation. It will handle lead capture, estimate requests,

callback scheduling, and follow-ups. No CRM software yet. No fancy dispatch. No vertical

complexity.

A $5K agency is paying $1,200/mo in overhead and not delivering this.

You own it for life at $114/mo.

• 

• 

• 

• 

• 
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T L ; D R

The 4-Layer Stack is: LLM (brain) → Voice (ears) → Automation (hands) → CRM

(delivery)

Stack bottom-up, not top-down

Each layer must feed the layer above; breaks in the chain kill ROI

A $114/mo foundation beats most $5K/month agency overhead

3  A C T I O N S

Map your current tools into the 4 layers. Where do you have gaps?

Identify one pain point that's pure repetition (appointment reminders, invoice follow-

up, lead texting). That's your first automation candidate.

Download Wispr Flow today. Record one voice memo. Send it to Claude. You'll see

the framework in action in 10 minutes.

CHAPTER 5: LLMs — THE BRAIN

You need ONE LLM as your daily driver. You probably want a free account on a second one for

the niche cases. You almost never need all three.

Your choice: Claude, ChatGPT, or Gemini. All three are real businesses, all three are

excellent, and they actually do different things best. Here's the honest deep-dive — no bias, no

fanboyism, just what each one is genuinely good at and where it falls down for trade operators.

CLAUDE — THE WRITER + THE ANALYST + THE REASONER

Maker: Anthropic. Pricing: Free tier, Pro ($20/mo), Max ($100–$200/mo for power users), API

for builders.

What Claude is genuinely best at:

Long-form writing that sounds like a human. Claude is widely considered the best

LLM for nuanced, well-written copy that doesn't sound AI-generated. For trades, this

matters when you're writing customer emails that have to land right — apology letters,

1. 

2. 

3. 

4. 

1. 

2. 

3. 

1. 
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complaint responses, escalations, proposals to commercial accounts. Claude has the most

"writer's ear."

Massive context window. Claude can ingest a 200-page warranty manual, a 50-

page contract, or a year of email threads in one go and reason across the whole

thing. Drop in your entire ServiceTitan export, your full pricing book, your last 10 estimates

— Claude holds it all in memory simultaneously.

Code and "Artifacts." Claude builds working tools — calculators, dashboards, mini-apps

— directly inside the chat. You can describe a profit calculator for HVAC change-outs and

Claude will hand you a working web tool in seconds. Operators use this for one-off internal

calculators (load sizing, financing, margin checks) without paying a developer.

Multi-document analysis. "Here are my last 200 invoices, my last 50 estimates, and my

pricebook. Find the three jobs where my margin was lowest and tell me why." Claude is

exceptionally strong at this kind of cross-document detective work.

Project memory. Claude's "Projects" feature lets you create a workspace with persistent

files (your tone guide, your pricebook, your SOPs) that every chat in that project

automatically references. It's the closest thing to "an AI that knows my business."

Computer use + agentic work. The newer Claude models can be given access to a

browser or your computer to actually do tasks — fill out forms, pull data, click through web

tools — in addition to writing about them.

Where Claude is weak:

No native web search in the basic chat — Claude is mostly working from training data,

so it won't tell you "today's refrigerant price" out of the box. (You can bolt on web search

via projects or API, but ChatGPT and Gemini do it natively.)

Image generation is limited — Claude can analyze images excellently but doesn't

generate them like ChatGPT or Gemini do.

No native voice mode in the consumer app — for hands-free, voice-first interaction,

ChatGPT's voice mode is currently the strongest.

Best trade use cases for Claude: - Writing every customer email that matters (complaints,

proposals, quote follow-ups) - Drafting SOPs from voice memos or rough notes - Analyzing your

pricebook, your contracts, your manuals - Building one-off internal tools without a developer -

Long-form proposal writing for commercial bids

CHATGPT — THE GENERALIST + THE WORKHORSE + THE REAL-TIME
RESEARCHER

Maker: OpenAI. Pricing: Free tier, Plus ($20/mo), Pro ($200/mo), Team and Enterprise plans.

2. 

3. 

4. 

5. 
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What ChatGPT is genuinely best at:

Real-time web search. ChatGPT pulls live web results into its answers by default. Ask

"what's the current going rate for residential AC tune-ups in Phoenix" and it will actually

search — not guess. For pricing intel, competitor research, parts availability, and "what's

true today," this is the strongest of the three.

Image generation (the best in any chatbot). GPT-Image / DALL-E inside ChatGPT

generates marketing visuals, before/after concepts, social images, and customer-facing

illustrations on demand. For trade marketing, this is the fastest path from "I have an idea"

to "I have a usable image."

Voice Mode. ChatGPT's voice mode is the most natural-feeling voice interaction available

— full conversational, low-latency, hands-free. You can drive between jobs and have it draft

an estimate, brainstorm an objection script, or roleplay a sales call out loud.

Custom GPTs. You can build a private, reusable assistant — "My HVAC Estimator," "My

Plumbing Diagnostic Coach," "My Roofing Sales Closer" — that lives in your sidebar and is

always one tap away. Other people on your team can use it without rebuilding the prompt

every time.

Math and structured output. For raw arithmetic, spreadsheet generation, financial

modeling, and structured tables, ChatGPT is fast, deterministic, and reliable.

Agentic browsing ("Operator" / agent modes). ChatGPT's agent features can take real

actions in a browser on your behalf — book an appointment, fill a form, place an online

order — on the operator-facing tier.

The largest free tier. If you're cost-sensitive, the free version of ChatGPT is the most

capable free LLM most operators will encounter day-to-day.

Where ChatGPT is weak:

Tone can feel "AI-written" without prompting effort — Claude generally lands more

natural prose with less coaching.

Hallucinates more confidently in long-form analysis if the document is large —

Claude's context handling at scale tends to be more reliable.

Best trade use cases for ChatGPT: - Anything that needs real-time web data (pricing,

suppliers, regulations, competitor info) - Generating marketing imagery (Facebook Ad creative,

before/after concepts) - Hands-free voice work in the truck - Quick math, fast structured tables,

and spreadsheet drafts - Building a reusable "estimator" or "diagnostic coach" GPT for your

team
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GEMINI — THE GOOGLE-NATIVE + THE LONG-CONTEXT + THE FREE
WORKHORSE

Maker: Google. Pricing: Strong free tier, Google AI Pro / Advanced (~$20/mo, often bundled

into Google One), Workspace tiers for businesses.

What Gemini is genuinely best at:

Native Google Workspace integration. Gemini lives inside Gmail, Google Docs, Sheets,

Slides, Drive, and Calendar. If your business runs on Google Workspace, Gemini can

summarize your inbox, draft replies in Gmail, generate a sheet directly inside Sheets, build

a slide deck from a doc, and pull from Drive — all without leaving the app. None of the

others touch this depth of native integration.

Massive context window. Gemini's flagship models support some of the largest context

windows on the market (well into the millions of tokens) — meaning you can drop entire

libraries of documents in and ask cross-cutting questions.

Deep Research mode. Gemini's "Deep Research" agent will autonomously research a

question across hundreds of sources and produce a structured, cited report. For

competitive intel, market research, and "tell me everything about my competition," this is

one of the strongest research tools available to a non-developer.

Strong free tier with multimodal capability. Gemini's free tier handles text, images,

and document analysis — enough that many small operators never need to upgrade.

Direct YouTube + Google Maps grounding. Gemini can pull from YouTube videos and

Google Maps in a way the others can't natively — useful for absorbing training videos,

scouting service areas, and pulling local business intel.

Where Gemini is weak:

Tone and writing voice are usually a step behind Claude and ChatGPT for nuanced

customer-facing copy.

Custom assistants ("Gems") exist but the ecosystem is less mature than ChatGPT's GPTs.

Best trade use cases for Gemini: - Anything that lives in Gmail / Sheets / Docs (you save

the friction of copy-paste) - "Build me a competitive intel report on every roofer within 50

miles" — Deep Research handles this - Operators on a tight budget who want power on the

free tier - Calendar / scheduling work tied to Google Calendar - Google Business Profile review

responses (Gemini knows the GBP context natively)
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WHICH ONE SHOULD YOU PICK?

The honest answer for most trade operators: start with Claude Pro ($20/mo) as your daily

driver, and keep ChatGPT and Gemini on the free tier as specialists.

Why Claude as the daily driver? Because the highest-leverage AI work in a trade business

is written communication — estimates, customer emails, complaint replies, proposals, SOPs.

That's where Claude's writing quality earns its keep every single day. Plus the project memory

(your pricebook, your tone, your business in one place) is uniquely sticky.

When to upgrade ChatGPT to Plus ($20/mo) instead: if you live in voice mode while

driving, generate marketing images weekly, or need real-time web data daily.

When to upgrade Gemini to paid ($20/mo) instead: if your whole shop runs on Google

Workspace and you'd rather have AI inside Gmail and Sheets than a separate chat tab.

The wrong answer: subscribing to all three. You won't use two of them enough to justify the

spend, and switching tools constantly fragments your prompt habits.

The right move for a $300K–$3M shop: pay for one ($20/mo), use the others free when

their specialty matters.

CLAUDE DEEP DIVE: THE 5 FEATURES THAT ACTUALLY CHANGE YOUR
WORKFLOW

If you pick Claude, here's where the leverage hides. Most operators sign up for Pro, write a few

emails in the chat box, and stop. That's like buying a CNC machine and only using it for

paperweights. These five features are why Claude Pro is $20/mo well spent.

1. Projects — The Workspace That Remembers Your Business

A Project is a chat workspace with persistent files. You upload your pricebook PDF, your tone-

of-voice doc, your SOPs, your last 50 estimates — and every conversation inside that project

automatically references all of it. You don't re-paste context. You don't re-explain your

business. You just say "draft a follow-up to the Henderson estimate" and Claude already knows

your tone, your pricing, and your warranty terms.

Practical setups every trade operator should build (15 minutes each):

"Customer Comms" Project: Upload your tone guide, your top 10 past customer emails,

your warranty language. Every customer email you ever write goes through this project.

Output sounds like you.

• 
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"Estimates" Project: Upload your pricebook, your standard scope language, your financing

options, your service area map. Drafting a $14K HVAC change-out narrative drops from 30

minutes to 4.

"SOP Library" Project: Upload your existing SOPs and a transcript of your senior tech

walking through a job. Claude builds new SOPs in your voice that read like the rest of your

manual.

"Hiring" Project: Upload your job descriptions, your culture doc, your interview rubric.

Screen resumes, draft interview questions, write rejection emails — all stay on-brand.

One Project per recurring workflow. Set up four. You'll never go back to one-off prompts.

2. Artifacts — Working Tools Built Inside The Chat

Type "build me a margin calculator for HVAC change-outs that takes equipment cost, install

hours, my burdened labor rate, and a target gross margin %, and tells me my quote price."

Claude builds the working web tool right inside the chat. You can use it. You can share the link.

You can paste the code into your website. No developer.

What operators actually build with this (real examples):

Financing payment calculator on the website

Job-cost-vs-quote variance dashboard from a CSV export

Lead-source ROI sheet (drop in your monthly numbers, see which channel pays)

"Should I take this job" filter — input job size, drive time, customer rating, get a green/

yellow/red recommendation

One-page proposal generator that takes 6 inputs and outputs a branded PDF

This used to cost $3K from a developer. Now it costs 20 minutes.

3. Skills — Plug-In Expertise

Skills are pre-built workflows from Anthropic and the community that turn Claude into a

specialist for a specific task. Need a PowerPoint deck? The pptx  skill builds one. Need a

polished Word doc with letterhead? The docx  skill handles it. Need to fill a PDF form, generate

a brand-aligned proposal, build a spreadsheet model? There's a skill for each.

You don't install them like apps — Claude loads them automatically when relevant. For an

operator, this means: ask Claude "build me a proposal deck for the Henderson commercial bid"

and you actually get a real .pptx  file you can open in PowerPoint. Not a markdown description

of one. The real file. Branded. Ready to send.

4. Cowork Mode — The Tool That Closes The Loop

• 

• 

• 
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• 
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Cowork Mode is Claude's desktop app letting it work with the files on your computer. It can

read your spreadsheets, draft into your Word docs, look at your PDFs, and save finished work

back to a folder you choose. The chat is no longer separate from your work — it's in your work.

What this unlocks for a trade operator:

Drop your monthly P&L PDF into a folder. Claude reads it, flags margin slips, and saves a

variance report next to it.

Point Claude at your "Inbound Leads" folder. It reads every email export, builds a follow-up

plan for each one, and saves the drafted responses ready for you to send.

"Clean up my Downloads folder" — Claude actually does it, naming, sorting, archiving.

Build a presentation, spreadsheet, or proposal end-to-end — start in chat, end with a

finished file in your Downloads folder.

For a non-technical operator, Cowork Mode is how Claude stops being "the chat box" and

becomes "the assistant on my desktop."

5. Memory + Computer Use — The Edges

Memory: Claude can remember preferences across chats — your name, your business,

your tone preferences, recurring projects. You stop re-introducing yourself every time.

Computer Use: On Pro and higher tiers, Claude can actually drive a browser or your

desktop to perform tasks — fill out a form, log into a portal, click through a web tool. Still

developing in 2026, but useful for repetitive admin (pulling monthly reports, exporting from

web-based tools that have no API, filling out the same vendor portal every month).

The setup sequence that pays: Pro account → 4 Projects (Comms, Estimates, SOPs, Hiring)

→ first Artifact (margin calculator) → install the Cowork desktop app and point it at a working

folder. One afternoon. You're now operating at 3x.

CLAUDE CODE — THE OPERATOR'S BACK-DOOR TO BUILD CUSTOM AI

A few of you will hear about Claude Code and assume it's not for you. "I don't code." That used

to be the right read. It isn't anymore.

What Claude Code actually is: a more powerful version of Claude that runs on your

computer (or in Cowork Mode, with no terminal involved) and can build custom AI tools,

automations, and small applications for your business. It's the same Claude — just with more

horsepower and more ability to interact with files and systems on your machine.

The honest non-tech framing: if Claude Pro is a smart intern at a desk, Claude Code is the

same intern plus a workshop. They can build you actual tools, not just write about them.
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What that means for a $300K–$3M trade operator:

"Build me a tool that reads my Jobber CSV export every Friday and texts me a list of

customers who haven't been billed yet." Claude Code builds it. You run it weekly. No

developer.

"Pull my last 100 Google reviews and tell me the top 5 recurring complaints with

examples." Claude Code does it.

"Connect my Goodcall voicemail export to my Google Sheet so I never miss a callback."

Claude Code wires it.

"Build me a private chatbot trained on my SOPs that my crew can ask job questions to in

the field." Claude Code does the whole build.

The friction you should know about: Claude Code historically required a terminal — the

black-and-white text-command window most operators never open. That's the bar most non-

tech owners couldn't clear. Cowork Mode removes that bar. Inside the desktop app, Claude

Code's power is available without ever opening a terminal — you ask in plain English, Claude

does the work, files appear in your folder.

When to use it: when you've hit the limit of what Claude.ai chat can do for you (it can't reach

into your business systems on its own) and you need a real custom workflow that touches your

files, your data, or your tools.

When NOT to use it: when an off-the-shelf tool already exists. If Zapier + Goodcall solves it,

don't custom-build it. Claude Code is for the workflows where no off-the-shelf product fits —

usually because your business is too specific.

The realistic operator path:

Months 1-3: Live in Claude.ai chat + Projects. Get your customer comms, estimates, SOPs,

and proposals dialed in.

Months 3-6: Add Cowork Mode. Start letting Claude touch your files. Save deliverables to

your computer.

Months 6-12: When you find a workflow no tool solves (and you've identified one or two

that would save 5+ hours/week), use Claude Code via Cowork to build it custom.

You don't have to go in order. But that's the path of least friction for someone who doesn't

write code.

• 

• 

• 

• 

1. 

2. 

3. 
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A NOTE ON BIAS

This guide was written with Claude. We use Claude every day. We're telling you Claude is the

best daily driver for trade businesses because of the workload (writing, analysis, long

documents, business memory) — not because we get paid by Anthropic. We don't.

If you tried Claude for two weeks and ChatGPT or Gemini fits your brain better, use that one

instead. The point is to pick one, get good at it, and stop tool-switching. The model isn't the

bottleneck. Your workflow is.

The Only 4 Prompts You Ever Need

PROMPT BLOCK

Prompt 1: Estimate Narrative

You are an HVAC estimator. Write a professional estimate explanation for a customer

who was quoted for a new 5-ton AC unit with installation in Phoenix, Arizona. Include:

what's being replaced, why, timeline, financing options. Keep it under 150 words.

Tone: helpful, not pushy.

Prompt 2: Customer Reply

``` A customer just sent this email: "[paste their email]"

They're upset/confused/asking questions. Write a reply that's professional,

acknowledges their concern, and moves toward resolution. 100 words max. Sign it with

my name: [Your name]. ```

Prompt 3: SOP Drafter

``` I just recorded this voice memo about how we handle job inspections: "[paste

transcript]"

Turn it into a numbered checklist. Start with "Before the Job," then "During," then

"After." Bold the critical safety steps. Assume the reader is new to the company. ```

Prompt 4: Objection Killer

I'm selling HVAC maintenance plans. Common objections: "It's too expensive," "I don't

trust you yet," "I'll just call when I need it." Write three short (2-3 sentence)

responses that acknowledge the objection, then reframe toward value. Make them sound

like me—not corporate.

Use these four templates. Plug in your specifics. Save each as a note on your phone. You're

done.

One Stat That Matters
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STAT CALLOUT

Operators who use Claude for 3 customer emails per day save 45 minutes/week on

composition and revision. That's 40 hours/year. At $50/hour (your time value), that's $2,000

in reclaimed time. Claude Pro costs $240/year. ROI: 800%.

PRO TIP

Don't try to learn "prompt engineering." Stop. Just talk to the AI like you're talking to a smart

intern. "Write me an estimate for..." or "Fix the tone of this email" works better than 500-

word prompt templates. The AI gets it. You won't sound robotic.

T L ; D R

Claude Pro ($20/mo) is the default for most trades

Use the same 4 prompts for 90% of your work (estimate, reply, SOP, objection)

Don't overthink it—talk to the AI conversationally

ROI is immediate: 30+ min/week saved on writing

3  A C T I O N S

Sign up for Claude Pro. Bookmark those 4 prompts.

This week, write 3 customer replies using Prompt 2. Time yourself.

Next week, try ChatGPT Plus ($20). Compare speed on a math-heavy estimate. Stick

with whichever feels faster.

CHAPTER 6: VOICE & TRANSCRIPTION

Your phone is your most underused tool.

You're sitting in the truck. You've got 30 seconds before the next job. You think of something:

"Upsell the customer on a maintenance plan. Include financing." 

You could type it. Or you could talk.

Wispr Flow ($15/mo) turns your voice into text—in ANY app. Email. Notes. Slack. Your estimate

form. Type 500 words in 3 minutes.

1. 

2. 

3. 

4. 

1. 

2. 

3. 
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Wispr Flow vs. Native Dictation

FEATURE WISPR FLOW
APPLE

DICTATION

WINDOWS

DICTATION
GRANOLA

Works
everywhere

Yes (any app) Mac/iPhone only Windows only Browser only

Punctuation
smart

Yes (context-aware) Basic Basic Yes

Cost $15/mo Free Free Free

Setup time 5 min Already there Already there 2 min

Killer feature Understands trade
language

None None Transcription
focus

Best for Voice memos →
emails, estimates,
CRM notes

Mac users who
don't care about
punctuation

Windows users
with low
volume

Podcast
transcription

Native dictation is free. But Wispr's context awareness is worth $15. Native dictation

will capitalize every noun. Wispr understands you're writing an email.

The Voice Memo → SOP Workflow

This is a recipe. Do this:

Capture (1 min): You're on-site. Hit record on Wispr. Talk through how you diagnose a

refrigerant leak. "Check the copper line, look for frost, listen for hissing, measure

subcooling." Raw. Conversational. Done.

Transcribe (Wispr does it instantly): Text appears in Notes or your email draft.

Send to Claude (2 min): Paste the transcription into Claude with Prompt 3 (from Chapter

5): "Turn this into a checklist. Bold safety steps."

Review (3 min): Claude outputs a numbered SOP. You fix any trade jargon Claude missed.

Save to Trainual (1 min): Copy-paste into your SOP library. Your team reads it at

onboarding.

Total time: 7 minutes. One voice memo. Becomes a permanent SOP.

1. 

2. 

3. 

4. 
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Without Wispr, this takes 45 minutes (typing + grammar fixes + formatting). With it: 7

minutes.

That's a 6x time win. Repeated 2x per week = 1 hour saved per week = 50 hours/year = new

SOPs that would have never been written.

Meeting Transcription: Use Fathom. Stop shopping.

If you're holding client calls, job walk-arounds, or crew stand-ups, record them. You don't need

to compare five tools. The decision is made.

Fathom. Free tier handles 95% of operators.

Unlimited recordings + unlimited transcripts on the free tier. No credit card.

5 AI-generated summaries per month free (the kind that auto-extract action items,

decisions, and next steps). After 5, you get basic summaries — still useful, just less

polished.

Auto-joins your Zoom, Google Meet, and Teams calls.

Speaker identification, searchable transcripts, AI summaries, action items pulled out

automatically.

Pushes notes straight into HubSpot, Salesforce, Slack, your CRM.

Upgrade to Premium ($24-29/user/mo) when you want unlimited AI summaries, team

analytics, or to share access with 5+ people.

That's it. That's the whole tool stack for meeting transcription. Otter, Granola, Fireflies

— all fine tools. None worth the decision fatigue when Fathom's free tier already does the job

better than most paid competitors.

Record your crew standup. Clip out the 5 key safety items. Share it via Slack. Done.

Watch Out: Call Recording Compliance

• 

• 

• 

• 

• 

• 
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WATCH OUT

About a dozen states require two-party (all-party) consent to record calls.

California, Florida, Illinois, Pennsylvania, Massachusetts, Washington, and several others

require every party on the line to know they're being recorded. Most other states (including

Arizona) are one-party consent — but if you're calling across state lines, the strictest state's

rule applies. When in doubt, disclose.

What this means: - Internal crew calls: Fine. You control all parties. - Customer calls: Tell the

customer you're recording. "This call is being recorded for quality purposes." Get them on

record saying yes or they hang up. - Zoom/Teams: Built-in recording is fine; disclose in the

meeting invite. - Twilio/Vapi voice agents: Legally compliant because the agent discloses

upfront.

Never record without consent. One lawsuit wipes out a year of AI savings.

PRO TIP

Start every client call with: "For training and quality purposes, I record our conversations. Is

that okay?" 95% say yes. The 5% who don't? You note it and don't record. Takes 5 seconds.

Covers you legally forever.

T L ; D R

Wispr Flow ($15/mo) = voice input everywhere. Not optional.

Voice memo → Claude → SOP = 7-minute workflow. Repeatable.

Fathom (free) = unlimited recordings + 5 AI summaries/mo. Use it.

Always disclose recording. Check your state's two-party consent law.

3  A C T I O N S

Download Wispr Flow today. Record one voice memo to yourself. Experience the

speed.

Look up your state's call recording law. Put a note in your CRM: "Disclose recording

in first call."

Invite your next crew standup to a Fathom-recorded Zoom. No extra setup.

Automatic transcript.

1. 
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CHAPTER 7: AUTOMATION PLATFORMS

You have 10 things you do every single week that a machine can do.

Lead comes in → send welcome text → schedule reminder → send estimate → send follow-up if

no response → check if payment cleared → send invoice → send thank-you.

That's 8 steps, 1 lead. Times 40 leads per week. That's 320 manual steps.

Automation means: one lead comes in, seven things fire automatically. No human. No

mistakes. Same result every time.

Zapier vs. Make vs. n8n: Which One?

DIMENSION ZAPIER MAKE N8N

Easiest to
learn

Yes (most intuitive) Medium Hard (needs code comfort)

Cost model Per-task pricing Per-operation pricing Per-execution (unlimited
self-hosted)

Price sweet
spot

$20/mo (100 tasks) $9/mo (10K
operations)

$24/mo cloud (2.5K
executions)

App library 5,000+ (biggest) 500+ 400+

Best for
trades

Solo to 3-person
teams

Growing 5-15 person
teams

Engineering-led teams;
scale

Learning
curve

30 min 1 hour 4+ hours

Killer feature Most integrations;
easiest

60% cheaper than
Zapier

Unlimited self-hosted (free)

If you're under $500K revenue: Start with Zapier ($20/mo).

If you're $500K–$1M and have 20+ automations running: Switch to Make ($9/mo, cheaper per

operation).

If you're over $1M and comfortable with a bit of code: Use n8n self-hosted (free, unlimited).

3 Real Automation Recipes for Trades

Recipe 1: The Follow-Up Dead-Letter Loop
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Trigger: Lead doesn't book within 24 hours of estimate. Actions: 1. Zapier checks: Estimate

sent, no booking yet 2. Sends SMS: "Still thinking about that estimate? Happy to answer

questions." 3. Waits 48 hours 4. Sends follow-up SMS: "This is our last touch. Slots are filling.

Let me know." 5. Flags lead in CRM: "Dead or dormant"

Cost: Zapier, 3 tasks. $20/mo covers 30+ leads running this loop.

Time saved: 4 hours/week (manual follow-ups).

Recipe 2: The Payment Reminder Cascade

Trigger: Invoice created in CRM. Actions: 1. Zapier waits 7 days 2. Sends email: "Just checking

in on the invoice from [date]." 3. If still unpaid, waits 7 more days 4. Sends SMS reminder 5. If

unpaid by day 30, flags for collections

Cost: Make.com, 4 operations, $9/mo.

Time saved: 6 hours/week (AR follow-ups).

Recipe 3: The Job-Complete Notification Sequence

Trigger: Crew marks job complete in ServiceTitan/Jobber. Actions: 1. Zapier sends customer

SMS: "Job complete! Rate your experience." + link 2. Waits 30 min 3. Sends request for Google

review 4. Logs completion in Slack #jobs-done 5. Creates invoice automatically

Cost: Zapier, 5 tasks, $20/mo.

Time saved: 2 hours/week (manual notifications + invoicing).

What to NEVER Automate
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WATCH OUT

These things stay human:

Customer-facing denials. "Your estimate was too high" should come from you, not

a bot. Automation breaks trust.

Anything with money: Payroll, tax deposits, customer payments. Human approval

required.

Emergency dispatch. "Pipe burst at 2am" needs judgment, not a blind rule.

Equipment diagnostics. AI can suggest; humans verify. Automating a fix guess =

broken equipment + liability.

Contracts or commitments. If it binds your company, you sign it.

Everything else? Automate.

PRO TIP

Start with ONE automation. The one that saves you 3+ hours per week. Build it. Test it. Run

it for a month. Then add the next. Most operators fail because they try to automate 15

things at once, one breaks, and they kill the whole platform. One + One + One =

sustainable.

T L ; D R

Zapier for $300K–$500K. Make for $500K–$1M. n8n for $1M+.

Start with the 3 recipes: dead-letter follow-up, payment reminder, job-complete

notification.

Never automate customer-facing denials, money decisions, or emergency calls.

One automation at a time.

3  A C T I O N S

List 10 things you do weekly. Circle the 3 most repetitive.

Sign up for Zapier free tier. Explore the app library. (No charge.)

Build Recipe 1 (follow-up loop) this week. Time your ROI.
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CHAPTER 8: AI VOICE AGENTS — THE RECEPTIONIST

Here's the leakage in your business: phones ring at 8pm. Crews are done. You're home.

Customer calls wanting an estimate. It goes to voicemail. They call your competitor at 8:05pm.

Competitor's AI answers. Books a callback. You lose the job.

This happens 20+ times per month for most trade businesses.

AI voice agents stop this. For $59–$199/mo, you have a 24/7 receptionist who: - Answers the

phone - Qualifies the lead ("What service do you need?") - Books an appointment - Sends a

confirmation text - Escalates complex calls to you

This is the single highest-ROI move for most trades.

Goodcall vs. Vapi vs. Numa vs. Rosie

TOOL GOODCALL VAPI NUMA ROSIE

Price model Flat ($59–$199/mo) Per-minute
($0.05–$0.10)

Flat ($99/mo) Flat ($299+/mo)

Setup No-code drag-drop
builder

API-based;
requires dev

Visual builder Platform (more
opinionated)

For trades Purpose-built HVAC,
plumbing, electrical

Custom; any
workflow

Generalist Enterprise

Call quality Good (uses
ElevenLabs voice)

Best (lowest
latency)

Good Premium

Booking
integration

Calendly, most
CRMs

Custom
integration

Calendly, Zapier Enterprise only

Killer feature Pre-trained on
trades; no
engineering

Fully custom;
most flexible

Mid-ground;
easier than Vapi

White-glove
support

Best for
trades

Solo to 5-person
teams (no dev
resources)

Teams with 1
engineer

Small teams
wanting custom
logic

Enterprise (25+
people)

For 95% of trades: Pick Goodcall ($59–$199/mo).

It's purpose-built. It knows plumbing. It knows roofing. You don't hire an engineer. You drag

buttons together in a builder. It works.
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Vapi is better if: - You have a developer on staff - Your workflow is weird (e.g., you need

custom logic for warranty questions) - You're processing 100+ calls per day and per-minute

pricing becomes cheaper than flat-rate

The Missed-Call Money Leak (Do the Math)

STAT CALLOUT

Your phones ring 60 times per week (average for $300K–$1M trade business).

Right now, 30% of calls go to voicemail (after-hours, during jobs, during crew standup).

That's 18 missed calls per week.

Of those 18, 60% would have booked if someone answered: 11 bookings lost per week.

Average booking value: $1,500 (estimate + job average).

11 bookings × $1,500 = $16,500 per week of lost revenue.

Per month: $66,000.

Per year: $792,000 in missed revenue.

Goodcall costs $99/mo (mid-tier).

You need to capture 1 booking every 7 weeks to break even.

Realistic capture rate: 1 booking per 3 weeks.

ROI: 3,000%+ year one.

How to Set Up a Goodcall Agent in 30 Minutes

Connect your phone number (Goodcall handles the technical routing)

Create a "flow" (drag-and-drop prompts): - "Thanks for calling. What service do you

need?" (qualification) - Route HVAC → "We service A/C, heating, maintenance." - Route

emergency → "Is this an emergency? Yes/No" - If emergency: "A technician will call you

back in 30 min. What's your number?" - If non-emergency: "Let me book you an

appointment." (connects to calendar)

Add your CRM integration (Jobber, ServiceTitan, Zapier)

Set business hours (after-hours go to agent; business hours ring your phone)

Enable SMS follow-up (text confirmation after booking)

Test with a colleague's phone

Launch

Done. It's live. You've got a $1.2M/year asset running for $99/mo.

1. 
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Pro Tip: The Escalation Handoff

PRO TIP

Goodcall can't handle every call. Customer has a warranty question. Competitor's agent

blows it. Yours transfers to you.

Set it up: Complex call → agent says "Let me get my manager" → sends you a notification +

call audio → you join the call → customer never knows it was an AI.

This is crucial. You're not replacing yourself. You're filtering out the routine ("What does an

estimate cost?") and keeping the valuable ("Does this void my warranty?").

Emerging Player: Avoca (Monitor for Q3 2026 GA)

Avoca just raised $125M+ at $1B valuation (April 2026). It's AI agents purpose-built for trades:

phone, dispatch, lead qualification, all in one.

Status: Still in beta. Expected general availability Q3 2026.

If you're setting up a voice agent today, go Goodcall. When Avoca goes GA, evaluate a

migration. Don't wait 6 months for a product that might not ship.

T L ; D R

Goodcall ($59–$199/mo) is the default. No code needed.

One voice agent captures $16,500+/month in missed call revenue.

ROI is immediate and ridiculous (3,000%+).

Set it up in 30 minutes. Launch this week.

Monitor Avoca for trade-specific bundling (expected Q3 2026).

3  A C T I O N S

Calculate your missed calls using the leaked revenue formula above. Write down the

number.

Sign up for Goodcall. Build one simple flow (two prompts, one booking).

Test it with a friend's phone call. Book a fake appointment. See how smooth it is.
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CHAPTER 9: FIELD-SERVICE CRMs + NATIVE AI

Your CRM is your database of everything: leads, jobs, estimates, invoices, crew schedules,

customer history.

The AI features baked into modern CRMs are now doing real work: suggesting the best job to

dispatch next, predicting which estimates will close, auto-generating proposals.

You don't need a separate tool anymore. You need the right CRM.

The CRM Landscape: By Revenue Stage

REVENUE CRM PRICING NATIVE AI SWEET SPOT

$300K–
$500K

Housecall Pro $59–$299/
mo

Basic (proposals, insights) Solo to 2-person
crew. Lowest
cost.

$500K–
$1.5M

Jobber $39–$599/
mo

AI Receptionist ($99/mo),
smart scheduling, lead
scoring

3–8 person crew.
Best balance.

$1M–$3M ServiceTitan $300–
$600+/mo
per user

Dispatch Pro (revenue-
density routing), Titan
Intelligence (job value
prediction), AI routing

15–25 person
crews. Most
advanced.

$1.5M+ ServiceTitan
+ n8n

$400–$1K+/
mo

Full enterprise dispatch,
custom automation, API
access

Large orgs
needing
integration
flexibility

Housecall Pro ($59–$299/mo)

Best for: Solo to 2-person crews with zero budget for software.

Killer features: - Mobile-first (crew sees jobs on iPhone) - AI proposals (template-based, fast) -

Basic customer communication - $99 extra for "AI Team" add-on (handles admin, surfaces

insights)

Tradeoff: Dispatch is manual. Routing optimization is minimal. Scaling to 5+ people gets

clunky.

Jobber ($39–$599/mo)

Best for: 3–8 person crews. The Goldilocks zone.
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Killer features: - AI Receptionist (included on top plans or $99/mo add-on) - Smart scheduling

(suggests next appointment based on location) - Lead scoring (AI flags hot leads) - Native

integrations with Zapier, Slack, Google Calendar - Mobile crew app is intuitive

Tradeoff: Per-user pricing scales. At 8 users, you're paying $200–$300/user/mo. Also, not as

sophisticated as ServiceTitan.

ServiceTitan ($300–$600+/mo per user)

Best for: 15+ person crews. Enterprise trades.

Killer features: - Dispatch Pro (AI routing): Assigns jobs to technicians based on skill,

proximity, and availability. 15–25% more jobs per tech per day. - Titan Intelligence: Predicts

job value, flags high-close-rate jobs first. - Revenue-density routing: Suggests jobs that

maximize revenue per mile traveled. - Advanced reporting (KPI dashboards, crew analytics)

Tradeoff: Expensive. Over-engineered for $500K–$1M businesses. But if you're $2M+ with 20+

people, the dispatch AI alone justifies cost (15% more jobs = massive revenue lift).

The Native AI Features That Matter

1. Dispatch Optimization (ServiceTitan Dispatch Pro, in preview summer 2026) -

Current state: You assign jobs to crews manually - AI state: System proposes optimal

assignment (closest tech, highest revenue, best skill match) - ROI: 15–25% more jobs per tech

per day - Cost: Included in ServiceTitan; not available standalone

2. Lead Scoring (Jobber, ServiceTitan) - Current state: All leads look the same - AI state:

System flags "high intent" leads (repeat customer, emergency service, large job) - ROI: Crew

calls back hot leads first - Cost: Included in higher-tier plans

3. Proposal Generation (All three) - Current state: You write estimates by hand - AI state:

System generates estimate from photos or voice memo - ROI: 3–10 min per estimate vs. 45

min - Cost: Included or light add-on

Pro Tip: Don't Migrate CRMs for AI Features
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PRO TIP

You're on Housecall Pro. ServiceTitan just launched Dispatch Pro. Tempting to switch, right?

Don't. Migration costs 2–3 months of data import, crew retraining, broken integrations. You'll

lose productivity during the switch.

Instead: Bolt on Dispatch Pro via Zapier + n8n if you need advanced routing. Stay where you

are. Evolve gradually.

Only migrate if you're hitting scaling ceiling (8+ people) or losing 20%+ in dispatch

efficiency.

T L ; D R

Housecall Pro for solo. Jobber for 3–8 people. ServiceTitan for 15+.

Native AI in CRMs (dispatch, scoring, proposals) are now table-stakes.

Don't chase AI features across CRM migration. Too expensive.

Dispatch optimization (15%+ job increase) is the highest-ROI AI feature in CRMs.

3  A C T I O N S

What's your crew size right now? Pick your CRM: Housecall (solo) → Jobber (growth)

→ ServiceTitan (scale).

If on Jobber or ServiceTitan, check your admin settings. Enable lead scoring.

Log into your CRM. Look at your last 10 jobs. Did dispatch order match efficiency

(closest first, highest value first)? That's your dispatch AI baseline.

CHAPTER 10: SPECIALTY TOOLS

Beyond the 4-layer stack, there are vertical tools: trade-specific quoting, marketing AI, hiring

AI, video generation. You don't need all of them. But if you're doing the work already, AI

versions cut time by 50–80%.

Image Generation for Trade Graphics

Need a logo concept, social graphics, or signage? AI generates them.
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TOOL IDEOGRAM MIDJOURNEY DALL-E 3 FLUX

Price Free → $7–$16/mo $10–$30/mo Included in
ChatGPT Plus
($20/mo)

$0.01–$0.10/
image

Best for Text in images (90%
+ accuracy)

Beautiful, artistic
output

Quick social
graphics

Bulk
generation,
budget

Killer
feature

ONLY option for
readable signage,
labels

Highest aesthetic
quality

Easiest (native
to ChatGPT)

Cheapest per
image

Tradeoff Art quality lower
than Midjourney

Text rendering weak
(30% accuracy)

Generic quality Lowest control

Use Ideogram for any image with text. (Trade signage, social graphics with callouts,

labels.)

Use Midjourney for brand assets. (Logo concepts, team photos, testimonial graphics.)

Use DALL-E 3 for quick social posts. (It's already in ChatGPT Plus.)

Video Generation & Editing

TOOL DESCRIPT CAPCUT RUNWAY SYNTHESIA

Price $24/mo Free → $20/mo
Pro

$15/mo $34/mo

Best for Training videos,
course content

Social content,
short-form

Marketing
videos, B-roll
generation

Avatar video (pre-
recorded
messages)

Killer
feature

Edit video by
editing transcript

Strongest free
tier; AI voiceover

Generate video
from text
prompts

Record a message
once, send to 100
people

Use
case

"Turn this crew
training into a
polished video"

"Make a 15-
second Reels
from job footage"

"Generate 30 sec
B-roll of HVAC
install"

"Send personalized
video to leads"

Most trades use CapCut. Record crew training on iPhone. CapCut adds captions, music,

voiceover. Upload to Reels. Done.
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Marketing: Local SEO + Reviews

TOOL BRIGHTLOCAL BIRDEYE NICEJOB NATIVE

Price $200–$500/mo $299–$999/mo $50–$150/
mo

$0 (Google)

Best for Multi-location tracking, GBP
optimization

Multi-location
review
aggregation

Single-
location;
minimal
volume

All trades
(baseline)

Killer
feature

Aggregates Google rank,
citations, visibility

AI reply
generation for
all reviews

Cheapest
option;
simple
interface

Native to
Google
Business
Profile

Why it
matters

45% of consumers use
ChatGPT for local
recommendations; Google
Maps dominance critical

Scale review
response
without hiring

Review
velocity
tracking

Completely
free

Every trade should use native GBP (Google Business Profile). Free. Owned by you.

Shows up in Maps + Search.

If multi-location or high review volume: Add Birdeye ($299/mo). Auto-replies to reviews. Tracks

sentiment. Competitor monitoring.

Hiring & Recruiting

TOOL PARADOX (OLIVIA) WORKABLE AI
STANDARD JOB

BOARD

Price Enterprise (custom) $100–$300/mo Free → $50/mo

Best for High-volume recruiting (50+
hires/year)

Growing companies (5+
per year)

Small teams (1–2
per year)

Killer
feature

Conversational AI screens,
schedules, nurtures
candidates

AI CV screening (rejects
poor fits automatically)

Zapier automation
can substitute

Tradeoff Enterprise pricing; overkill for
small shops

Still requires human
review

Manual, slow
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Most trades don't need recruiting AI. Your hiring volume is 2–5 people per year. Post on

Craigslist. Use Claude to refine the posting. Call the top 5 candidates. Hire.

Only if hiring 20+/year does Paradox ($X enterprise) justify itself.

Trade-Vertical Specialist Tools

TOOL TOGAL.AI REBAR AVOCA ROOFR AI

Use Architectural
takeoff from
blueprints

HVAC quote
generation

Trade-specific AI
agents (dispatch,
phone, leads)

Roofing
estimates
from photos

Price Usage-based Usage-based TBD (beta) $X/mo (TBD)

Accuracy 98% (blueprints) Trade-specific TBD High (roofing-
optimized)

Status Established Emerging, strong
momentum ($14M
Series A, doubled ARR
in 6 weeks)

Announced $1B
valuation (April
2026), expected GA
Q3 2026

Beta, watch
for 2026 GA

Togal is proven for blueprint-heavy work (roofing, GC, complex commercial). Rebar is the

emerging HVAC-specific play.

Avoca is the wildcard. Fully vertical AI agents for trades (phone, dispatch, proposals, lead

qualification). Funded heavily. Watch for Q3 2026 GA.

Tools You Don't Need Yet

PROMPT BLOCK

Skip these until $3M+ revenue: - Gong (conversation intelligence): Enterprise pricing.

Your call volume doesn't justify it. - Apollo (B2B lead gen): Trades are B2C. Use

Google Maps + Birdeye instead. - Slack AI add-ons: Free Slack integration is

sufficient until 20+ people. - Custom computer vision (damage assessment): Emerging.

Not production-ready for trades. - Full-stack CRM platform migration (Salesforce,

HubSpot): Overkill. Stay Jobber/ServiceTitan.
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Image: Ideogram (text-heavy) or DALL-E 3 (quick). Avoid Midjourney for trade

signage.

Video: CapCut for social ($20/mo), Descript for training ($24/mo).

Marketing: Native GBP (free) + Birdeye if multi-location ($299/mo).

Hiring: DIY until 20+ hires/year. Then Paradox.

Vertical trade tools: Togal (established), Rebar (HVAC-emerging), Avoca (watch Q3

2026).

3  A C T I O N S

Open Google Business Profile. Set up AI Q&A section (free, Google-native).

Generate one social graphic using DALL-E 3 (via ChatGPT). Compare with Ideogram.

Pick your preference.

If you do roof estimates: Check out Hover for 3D models. Homeowners close faster

when they see the roof in 3D.

BONUS CHAPTERS — THE BROWSER + CONTENT EDGE

Most operators stop at LLMs, voice, and CRM. The next two chapters are the unfair advantage

hiding in plain sight: your browser is an AI multiplier (Chapter A), and AI content tools have

collapsed creative-agency costs by 99% (Chapter B). Spend 90 minutes here. You'll add

another 5–10 hours/week of leverage.

1. 

2. 

3. 

4. 

5. 

1. 

2. 

3. 
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BONUS CHAPTER A: THE 3
CHROME EXTENSIONS THAT
EARN THEIR TOOLBAR SPOT

Your browser is where you lose the most time. Not email. Not Slack. The browser.

You're in Chrome 40 hours a week logging dispatch notes, chasing estimates in your CRM,

following up with materials suppliers, texting your techs via web portal, jumping between

Google Calendar and ServiceTitan. Your browser is the workhorse.

Most operators try to install ten extensions and use one. Install these three and use all

three. You'll work 3–5 hours/week less inside 30 days. Real estimate: $300–$500 of pure time

value per month for a $500K+ trade business.

1. Scribe — Auto-Generate Your Entire SOP Library

WHAT IT DOES: Scribe records your screen as you work and auto-generates a step-by-step

guide with annotated screenshots, text, and clickable action flow. No editing. No video uploads.

In 2 minutes, you've documented a process that would have taken 30 minutes to write.

Setup: 1. Go to chrome.google.com/webstore and search "Scribe AI Documentation." 2. Click

the official extension (looks for the purple/white Scribe logo). 3. Click Add to Chrome → Add

extension in the popup. 4. Sign up free with email. No credit card required. 5. Pin it to your

toolbar (click the puzzle icon, find Scribe, click the pin).

Pricing Tiers: - Free: Unlimited guides, browser extension, shareable links. 93% of trade

operators never need paid. - Pro: $29/month. Desktop recorder (record your entire desktop,

not just the browser window), branded guides (add your company logo), screenshot editing,

team analytics. - Teams: $15/user/month for bigger shops (5+ people) sharing a guide library.

STAT CALLOUT Operators using Scribe report cutting new-hire onboarding time by 64%

and cutting time spent re-explaining processes by 11 hours/month per team member.

3 Specific Trade Use Cases:

Case 1: "Dispatch a Sunday Emergency Call" SOP for New Dispatcher
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Your new dispatcher calls you at 6 AM because he doesn't know what to do when a customer

phones in an emergency drain backup. Instead of explaining it for the 10th time, you: 1. Open

Scribe, hit Record. 2. Walk through your live flow: Pull up Jobber, look up the customer, check

service history, grab the right tech, send SMS alert, update the calendar, send the customer a

canned message. 3. Hit Stop. Scribe generates 8 annotated screenshots with step-by-step

text. 4. Share the link with your dispatcher. He reads it once. Problem solved.

ROI: 1 dispatcher × 6 training explanations/month × 15 minutes each = 1.5 hours saved. At

$20/hour (fully loaded dispatcher cost) = $30/month value. Repeat for 3 dispatchers = $90/

month. $29/month investment pays for itself.

Case 2: Train a New Tech on Quoting in ServiceTitan

New tech on the job doesn't know how to generate an estimate from ServiceTitan on a tablet.

He's losing 20 minutes per job fumbling through the interface. 1. Record your screen as you

pull up a real job, fill in labor, add materials, generate the PDF estimate, email it to the

homeowner. 2. Scribe creates a 5-step guide. 3. Tech watches once. Next 50 estimates take 5

minutes instead of 25.

ROI: 1 tech × 40 jobs/month × 20 minutes saved = 13 hours/month. At $25/hour (loaded tech

cost) = $325/month value. $29/month = 11× ROI.

Case 3: Onboard a Subcontractor on Your Invoicing Flow

Sub completes a job. Doesn't know how to submit his hours, materials, and photos for

invoicing. Instead of a 30-minute phone call: 1. You Scribe your own invoicing process: Pull up

the Google Form (or your custom system), fill in the date, materials, hours, upload photos,

submit. 2. Send the link to the sub. 3. Next 20 jobs, he invoices himself correctly.

ROI: Saves 30 min/first job + 5 min/subsequent job × 20 jobs = 2 hours saved. At $50/hour

(sub overhead cost) = $100/month value.

PRO TIP Don't overthink it. The best SOPs are imperfect recordings of your actual workflow.

Scribe captures your clicks—not a consultant's fantasy process. Record in real time, once.

Your team learns faster from watching you than reading a polished manual.
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2. Loom — Async Video Messages When You're in the
Truck

WHAT IT DOES: Record a video message directly in your browser (no downloads, no uploads).

Loom auto-generates a transcript, AI summary, and action items. Send a 90-second video to

your dispatcher instead of typing a 5-minute explanation. They can watch it at 2x speed later.

Setup: 1. Go to loom.com and click Free download. 2. Install the Chrome extension. 3. Sign

in with email. Free tier: 25 videos/month.

Pricing: - Free: 25 videos/month with basic captions. - Business + AI: $20–$24/user/month.

Includes transcript-based editing, AI summaries, automatic chapter creation, and filler word

removal.

Use Case: "I'm in the Truck, Explain This to the Dispatcher"

You're at a job site. A question comes in on Slack that your dispatcher misunderstood. Instead

of typing a novel or calling him and disrupting his flow:

Click the Loom extension.

Record a 90-second walkaround video: "Hey, the customer wants the unit replaced, not

repaired. Pull up the quote template, change the scope to replacement, add $2,500 to the

labor line, and send him the new estimate by 4 PM."

Hit stop. Loom auto-generates captions.

Send the link to Slack. Dispatcher watches at 2x speed (45 seconds). Done.

ROI: 1 message × 5 minutes (vs. typing) × 3 per week = 15 min/week saved. $15 × 52 weeks

÷ 4 = under $200/year in saved time. Free tier covers you.

3. Wispr Flow — Foundation Extension

We covered Wispr Flow in depth in Chapter 6. It's the foundational browser mic tool that

powers your voice-to-text across your entire stack. No need to rehash it here—just make sure

it's installed alongside the other 7.

1. 

2. 

3. 

4. 
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4. MagicalAI — Text Expansion: Turn Keystrokes Into Full
Emails

WHAT IT DOES: Type a shortcut (like //inv ) and Magical auto-fills a full customer message.

Not just dumb templates—Magical uses AI to customize each response based on context. It's

like having a copywriter sitting next to you, hitting the shortcut keys.

Setup: 1. Go to getmagical.com or search "Magical" in the Chrome Web Store. 2. Install the

extension. 3. Click the Magical icon and create your first shortcut: set trigger (e.g., //inv ) and

response (e.g., your invoice follow-up template). 4. Free tier unlocks 600 text expansions/

month.

Pricing: - Free: 600 monthly expansions, 100 monthly workspace automations. - Core Plan:

$6.50/month. Unlimited text expansions. - Advanced: $12/month. Team features, team admin,

unlimited everything.

Why This Matters for Trades:

90% of your emails are templates. "Invoice attached, due in 7 days." "Here's the estimate for

your review." "Job complete, thanks for the business." "Your appointment is confirmed for

Tuesday."

Instead of typing these 50 times a month, you hit //inv , //est , //complete , //appt . Magical

fills it in. You customize the customer name and amount in 3 seconds.

Specific Workflow:

Set up shortcut: //inv  → "Hi [CUSTOMER], your invoice for [JOBTYPE] is attached. Payment

due [DATE]. Reply with questions."

You're in Jobber, looking at a completed job. Send an email.

Type //inv . Magical pastes the template.

You fill in the blanks (2 fields). Send.

Compare: Manual template copy-paste + edit = 45 seconds. Magical shortcut + edit = 12

seconds. 100 emails/month = 55 minutes saved/month. Free tier pays for itself in time

alone.

1. 

2. 

3. 

4. 
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5. Tactiq — Live Transcription for Your Zoom Estimates
and Ops Calls

WHAT IT DOES: Running a Zoom estimate call with a customer? Tactiq transcribes it in real

time and AI-summarizes the key action items. No more "What did we agree to again?" You've

got a written record.

Setup: 1. Search "Tactiq" in the Chrome Web Store. 2. Install. Start a Google Meet or Zoom

call. Tactiq auto-activates. 3. Free tier: 10 transcripts/month (enough for 2–3 calls/week).

Pricing: - Free: 10 transcripts/month. - Pro: $12/user/month. Unlimited transcripts.

Use Case: Estimate Calls and Ops Standups

Scenario 1: Customer Estimate Over Zoom You're walking a homeowner through a $15K

roof replacement estimate over Zoom. Tactiq is transcribing. At the end, you have: - Full

transcript of what you promised (coverage, timeline, warranty). - AI summary of next steps:

"Customer to send photos of attic. Quote valid 30 days. Install in 6 weeks." - Zero ambiguity if

the customer later claims you promised something different.

Scenario 2: Weekly Ops Call with Your Office Manager Running through this week's

schedule, customer issues, tech performance. Tactiq transcribes. You get auto-generated

action items: "John's team to follow up on the Henderson job. Dispatch to confirm Tuesday

appointments. Order materials by Thursday."

ROI: 1 estimate call = 15 min writing notes manually. Save 15 min × 2 calls/week × 4 weeks =

2 hours/month. At $40/hour = $80/month value. Pro plan at $12/month is pure ROI.

WATCH OUT Transcription tools sometimes misheard technical terms. A "condensing unit"

might transcribe as "condensing food." Always skim the transcript before sharing with a

customer or relying on it for a contract detail. It's a helper, not a legal record.

Honorable Mentions (Optional, Not Required)

Grammarly (Free / $12/mo Premium): Catches the "your/you're" typos that quietly

erode a $14K estimate's credibility. Install if you write a lot of customer-facing copy.

Loom (Free / $20–$24/mo Business+AI): 90-second async videos with auto-transcripts.

Great for "explain this to the dispatcher from the truck." 25 videos/month free.

• 

• 
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Bardeen.ai (Free / $20/mo Pro): Automates repetitive multi-site browser tasks (login to

portal → export CSV → drop in Sheet → ping Slack). Only for advanced operators with

documented 5+ hr/week repetitive web flows. If you're not there yet, skip.

If you find yourself reaching for Grammarly, Loom, or Bardeen daily for 2+ weeks, add them.

Otherwise stay focused on the three above.

• 
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Scribe (Free/Pro $29) is your SOP library. One 2-minute recording replaces a 30-

minute training call. Pays for itself on the first new hire.

MagicalAI (Free/Advanced $12) turns templates into 3-second shortcuts. 100

emails/month × 45 seconds saved each = 1.25 hours/mo. Free tier covers most

operators.

Tactiq (Free/Pro $12) transcribes your Zoom estimate calls. Eliminates "he said /

she said" on big jobs. Pro plan is cheap insurance for disputes.

Real-World Math: $29 (Scribe) + $12 (Magical Advanced) + $12 (Tactiq Pro) = $53/

month for the full stack. At 3–5 hours saved per week, that's $50–$100/hour value.

Recoup in week one.

3 Actions — Start This Week

Tuesday: Install Scribe. Record one SOP you explain to people every month. Share

the link with the next person who asks.

Wednesday: Set up MagicalAI with 3 shortcuts: //inv , //est , //appt . Use one

per day for a week. You won't go back.

Friday: Install Tactiq. Run your next estimate call on Zoom with it recording. Read

the auto-summary. Realize you just got paid 15 minutes for zero extra effort.

Three tools. Three days. Locked in.

1. 

2. 

3. 

1. 

2. 

3. 
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BONUS CHAPTER B: AI
CONTENT CREATION FOR
TRADES

Most trade businesses are losing the marketing war. Not because their work is bad —

because their competitor's website looks like 2024 and theirs looks like 2008. The

customer scrolling Google at 11pm with a busted water heater clicks the one with the

cleanest photos, the better video walkthrough, and the testimonial reel. AI content tools

just collapsed a $5K/month creative agency into a $50/month browser tab. This chapter

shows you exactly which tools, exact workflows, and what to make first.

SECTION 1: VISUALS — Photos, Job Site Imagery,
Before/After
H I G G S F I E L D  A I  —  G E N E R AT E  C I N E M AT I C  J O B  P H O T O S  A N D  M O T I O N
V I D E O S  F R O M  T E X T.

Pricing (May 2026): Free trial (5 gens), Starter $15/mo (200 credits), Plus $39/mo

(1,000 credits + video), Ultra $99/mo (3,000 credits + priority + video).

Higgsfield generates photorealistic images AND cinematic video clips from a text

description. For a trade business, this means: you can commission a "before" or "after"

photo without waiting for the job site, generate a hero image for your landing page in

minutes, or create seasonal social graphics showing your work in perfect lighting.

Real workflows: - Your AC unit photo came out blurry on the job. Generate a sharp,

professional photo of a technician installing a high-efficiency unit to replace it on your

website. - You're launching a "spring HVAC special" campaign. Generate 3-4 variations

of a technician doing an inspection or tune-up in bright daylight, in different homes. Post

to Instagram weekly. - Your roofer wants a "hero shot" for the website showing a crew

installing new shingles in sunlight. Generate it at 2x the resolution of your phone

camera.

Video capability: Higgsfield's motion feature turns that image into a short 5-10 second

video clip (like a Loom walkthrough of a finished install, or a time-lapse of work in

progress). Use that on your landing page or YouTube.
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PROMPT BLOCK

"Professional photo of a hvac technician installing a new high-efficiency

furnace in a clean residential garage. Daylight from a window. Technician

wearing branded uniform. Modern furnace, clean ductwork visible.

Photorealistic, 4K quality, bright and well-lit."

I D E O G R A M  —  B E S T  A I  I M A G E  G E N E R AT O R  F O R  T E X T- O N - I M A G E  A N D
B R A N D E D  G R A P H I C S .

Pricing: Free tier (unlimited low-res images), Plus $7/mo (high-res, commercial use,

priority).

Ideogram dominates at rendering text cleanly inside images. Most AI generators butcher

text. Ideogram nails it. This matters for your yard signs, truck wraps, social posts with

offers, and banners.

Real workflows: - "5-STAR SERVICE | Call 555-0123" yard sign. Generate 5 versions

with different weather/season backgrounds. - Social media post for "AC Tune-Up $99"

with text overlay. Create 3 variations with different backgrounds (sunny day, blue sky,

house exterior). - Truck wrap mockup: upload your truck photo, ask Ideogram to

generate a custom wrap design with your logo and service areas.

This is the tool when you need readable text in your image. Use it.

C L AU D E  W I T H  A RT I FA C T S  —  G E N E R AT E  W O R K I N G  L A N D I N G  PA G E S ,
Q U O T E  T E M P L AT E S ,  A N D  F O R M S  I N S TA N T LY.

Pricing: Free (Claude 3.5 Sonnet in free tier); Claude Pro $20/mo (priority, longer

context).

Claude doesn't just talk—it generates functional HTML pages, PDF templates, Google

Sheets, and worksheets. You ask Claude: "Build me a landing page for AC tune-up

specials," and 30 seconds later you have a real, clickable page you can customize and

publish.

Real workflows: - Customer quote template: "Build me a one-page estimate form for

HVAC work. Include service type, parts cost, labor cost, discount, total, customer

signature line." - Service specials landing page: "Create a landing page for my plumbing

business in [city]. Hero section with phone number, 3 main services (drain cleaning,

water heater replacement, leak detection), testimonials, and contact form. Modern,

trustworthy design." - Lead magnet: "Build me a one-page PDF: 'Your HVAC System
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Checklist.' Include 12 things homeowners should check before calling a tech. Include my

phone number and a call-to-action." - Intake form for dispatch: "Build me an HTML form

for customers to fill out job details before the tech arrives: address, issue description,

preferred time window, emergency vs. routine, photo upload."

PROMPT BLOCK

"Build me a single-page HTML landing page for my [plumbing/HVAC/electrical]

business in [your city]. Include: - Hero section with our phone number, service

hours, and an urgency line ('24/7 Emergency Service') - 3-4 main services with

short descriptions - A testimonials carousel with 3 customer reviews - A 'Book

Online' or contact form - Footer with address, hours, social links Make it

modern, mobile-friendly, and professional. Use deep blue and orange as accent

colors."

All of these land in Claude Artifacts—a code block you can copy, paste into an HTML file,

and publish. Or send to your web host. No design agency. No $3K quote. Done.

SECTION 2: VIDEO + AVATARS
H E Y G E N  —  T U R N  T E X T  I N T O  A  V I D E O  O F  A  R E A L I S T I C  P E R S O N  S P E A K I N G
YO U R  M E SS A G E .

Pricing: Free (3 videos/month, 3 min each), Creator $24/mo (45 videos, 10 min each),

Team $69/user/mo.

HeyGen generates a photorealistic avatar (or you can upload your own face) that reads

a script you give it. No filming. No editing. You write the script, HeyGen animates it.

Perfect for trade businesses that want video but don't have time to film.

Real workflows: - "Meet the owner" video: Write a 60-second intro. "Hi, I'm [name],

owner of [company]. We've been serving [city] for 15 years. Every job is backed by our

guarantee..." HeyGen animates it. Post to your homepage. - "What to expect when our

tech arrives" video: 90 seconds. "Here's what happens when you call us. First, we'll

diagnose the issue. Then we'll explain your options. We'll give you a fair price and

timeline..." HeyGen creates the video. Reduce calls with confused customers. - Hiring

video: Invite top techs to appear in a 30-second "Join our team" video. HeyGen can

create a simple version instantly, or you film real people (faster for hiring). - Service

walkthrough: "Your water heater is leaking. Here's what we do..." HeyGen narrates, you

add B-roll or images in the background.
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A R C A D S  —  G E N E R AT E  U G C - S T Y L E  A D S  F R O M  T E X T.  T H E  T I K T O K  A D
C R E AT O R .

Pricing: Starter $110/mo (50 videos), Pro $220/mo (200 videos), Scale $440/mo (500

videos).

Arcads is the highest-leverage tool for paid social right now. You write a script. Arcads

generates a video of a real-looking person (one of 300+ AI actors) reading it like a

customer testimonial or talking-head ad. Perfect for Meta Ads, TikTok Spark Ads,

YouTube Shorts. Most trade businesses don't have time to film 30 ad variants. Arcads

makes 30 in 20 minutes.

Real workflows: - Cold ad creative: Write 10 hook scripts ("My AC died in July and I

called 4 companies — here's what happened…"). Generate 10 different actors reading

them. Test which hook converts. Cost: 10 videos at ~$2 each. - Customer testimonial

style ad: "Best HVAC company in [city]. Showed up same day, fair price, no upsell."

Generated by an AI actor that looks like your customer demographic. Use as Meta video

ad. - Spanish-language version: Same script, AI actor speaks fluent Spanish. Reach a

market your competitors aren't. - Hiring ads: "I work at [company]. Best decision I ever

made. Here's why." Generate 5 versions with different actors. Run on TikTok and Indeed

video.

Why this beats hiring a videographer: $400/ad shoot vs $2/Arcads ad. 1 actor vs

300. Same-day vs same-week. Test 20 hooks before you scale the winner.

G O O G L E  V E O  3  +  R U N WAY  G E N - 4  —  T H E  S E R I O U S  A I  V I D E O  M O D E L S .

Pricing (May 2026): Veo 3 (Google AI Pro $20/mo or Ultra $250/mo), Runway Gen-4

($15-95/mo depending on plan).

These are the two top-tier text-to-video and image-to-video models still standing in

2026. (Note: OpenAI's Sora 2 was discontinued in March 2026 and folded into a future

enterprise-only product — if you see it referenced in older blog posts, ignore. Veo and

Runway are the survivors.) Both generate cinematic 5-10 second clips. Veo 3 leads on 

native synchronized audio — the killer feature for ads. Runway Gen-4 leads on 

directorial control and timeline editing — better when you need to compose

multiple shots.

Real workflows: - Hero shot for landing page: 8-second cinematic clip of a tech

walking up to a clean home, toolbox in hand, golden-hour sunlight. Generate 3

variations, pick the best. (Veo 3.) - Product reveal: "New tankless water heater install —

before/after, time-lapse style, with ambient audio." (Veo 3 — native sound is the killer

feature.) - Brand ad: 15-second narrative spot. Customer turns on faucet, no water,
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panic. Phone rings. Tech arrives. Water flows. Smile. Logo. (Runway Gen-4 — best for

narrative editing.) - Social hook: "What it sounds like when your AC compressor is

dying." Generate audio-realistic clip in Veo 3. Post on TikTok with caption "Don't ignore

this sound."

Reality check: AI video is impressive, not invisible. Used as B-roll, intros, hero shots —

gold. Used to fabricate work you didn't do — lawsuit. Stay on the legal side. Disclose AI-

generated content where the FTC or your state requires it (most ad contexts in 2026

do).

H I G G S F I E L D  ( M O T I O N  M O D E )  —  T H E  FA S T- A N D - C H E A P  V I D E O
A LT E R N AT I V E .

Already covered above for stills. Its motion feature (included in Plus $39/mo and Ultra

$99/mo tiers) turns a static image into a 5-10 second clip — looser than Veo or Runway,

but fast and credit-efficient. Use for casual social content where photoreal cinematics

aren't required.

D E S C R I P T  —  R E C O R D ,  T R A N S C R I B E ,  E D I T  L I K E  A  W O R D  D O C ,  A D D  A I
N A R R AT I O N .

Pricing: Free (1 project, 1 hour/month), Pro $24/mo (100 hours/month, screen

recording, captions).

Descript is the fastest way from "raw recording" to "polished video." Record yourself

talking (phone, Loom, screen recording). Descript transcribes it. Edit by deleting text—

the video cuts automatically. Remove ums, silence, and awkward pauses in seconds.

Add captions. Publish to YouTube, Instagram, TikTok.

Real workflows: - Technician training videos: Record your lead tech explaining a

process. Descript transcribes, auto-captions, and removes the 4 minutes of silence and

dead air. 15-minute raw → 8-minute polished in 20 minutes. - Customer testimonial:

"Ask your 5-star customer to record a 30-second phone video on their iPhone. Send it to

you. Drop it into Descript. Auto-caption, clean audio, publish to Instagram Stories." -

YouTube content: "Today we're replacing a furnace." Record on your phone as you work.

Descript auto-captions, cleans audio, adds intro/outro template. Upload. Done.
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SECTION 3: VOICE + AUDIO
E L E V E N L A B S  —  A I  VO I C E  G E N E R AT I O N .  C LO N E  YO U R  VO I C E  ( L E G A L LY ) .
C R E AT E  VO I C E OV E R S  I N  S E C O N D S .

Pricing: Free (10,000 characters/month), Starter $5/mo (50K chars), Creator $22/mo

(300K chars), with voice cloning available.

ElevenLabs generates realistic AI voices for scripts. You can clone your own voice (with

consent) or use one of 100+ pre-built voices. Use for voiceovers, phone trees, on-hold

messages, and video narration.

Real workflows: - After-hours voicemail: "Thanks for calling [business]. We're currently

with a customer. Leave your name and number. For emergencies, press 1." - Service

video narration: "This is how we install your new water heater." Use ElevenLabs to

narrate a video of the install process. Sound professional without hiring a voice actor. -

Hold music message: "Your call is important to us. Average wait time is 3 minutes."

Played on hold while customers wait. - Dispatch message: "Your tech is 5 minutes away.

We'll text you when they arrive." Automated SMS+voice combo.

PRO TIP

Voice cloning (cloning your own voice) requires consent and is legally safe for your

own business use. Clone your voice once ($0 additional cost after monthly

subscription). Use it in every voicemail, IVR, and video for consistency and

personality.

SECTION 4: COPY + WRITING
C H AT G P T  C A N VA S  +  C L AU D E  A RT I FA C T S  —  LO N G - F O R M  C O N T E N T,  B LO G
P O S T S ,  E M A I L  S E Q U E N C E S .

Pricing: ChatGPT Free, ChatGPT Plus $20/mo; Claude Free, Claude Pro $20/mo.

Both tools now feature canvas and artifact modes—live editors where you write, edit,

and reuse content in real time. Use them for blog posts (local SEO ranking), email

newsletters, website copy, and long-form service explanations.

Real workflows: - Blog post for SEO: "Write a 1,500-word blog post titled 'Signs Your

HVAC System Needs Replacement.' Include local references to [city]. Target keywords:

HVAC replacement, furnace repair, energy efficiency." - Email sequence: "Write me a 5-

email nurture sequence for customers who called but didn't book. Email 1: 'Why AC

tune-ups save money.' Email 2: 'Our guarantee.' Email 3: 'Customer story.' Email 4:
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'Limited offer.' Email 5: 'Last chance.'" - Website service pages: "Write compelling copy

for my plumbing website about emergency drain cleaning. Include a customer

testimonial, why it matters, and a call-to-action. Keep it punchy, no corporate jargon."

These tools generate first drafts fast. You edit them, add specifics (your phone number,

city, customer names), and publish.

P I C T O RY  —  C O N V E RT  B LO G  P O S T S  O R  S C R I P T S  I N T O  V I D E O S
AU T O M AT I C A L LY.

Pricing: Standard $19/mo, Premium $39/mo.

Write a blog post. Pictory reads it, auto-generates a script, finds stock footage, adds

captions and music, and spits out a video. You can then customize it. Not Hollywood—

but good enough for social and SEO.

Real workflows: - Blog post → Video: You write "Top 5 Signs Your Furnace is Failing."

Pictory generates a 3-minute YouTube video with stock footage of furnace work, text

overlays, and auto-captions. - Service explainer: "Write a 500-word script about water

heater lifespan." Pictory turns it into a 2-minute video for your homepage or social.

THE CONTENT STACK — Visual Ecosystem

◆

D I A G R A M  1

Content Stack

Three columns. Column 1 (VISUALS): Higgsfield AI, Ideogram. Column 2 (VIDEO):

HeyGen, Runway, Descript, Pictory. Column 3 (VOICE/COPY): ElevenLabs, ChatGPT

Canvas, Claude Artifacts.
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KEY GUARDRAILS: What AI Content Can't Do

WATCH OUT

NEVER generate fake before/after photos of work you didn't do. If a customer

asks "Can you show me what a new roof would look like?" and you generate a fake

photo claiming it's work you completed, that's fraud. Using AI to enhance a real photo

you took, or to create illustrative B-roll for a video? Fine. Using AI to fabricate

credentials or completed work? You'll lose your license and your business. The line: AI

is for illustrative marketing. Not for falsifying your portfolio.

STAT CALLOUT

Trade businesses with video on their landing page see 86% higher conversion rates

than text-only sites. (Source: Wistia/Wyzowl.) You don't need Hollywood. You need 

something. AI video tools let you create that something in an hour instead of a

month.

PRO TIP

Stock photography is expensive ($2-10 per image) and looks generic. Ideogram and

Higgsfield cost $0-10/month and let you generate branded photos (your colors, your

team, your city). Generate 20 custom images for your website for less than the cost

of 2 stock photos. Swap them monthly.

REAL-WORLD WORKFLOW: From Idea to Published in
48 Hours

Friday morning: You're launching a "Spring HVAC Special—$99 Tune-Up." Here's how

fast this is now.

Hour 1 — Write copy: ChatGPT Canvas. "Write a landing page for a $99 spring

HVAC tune-up. Include what's included, why it matters, testimonial, call-to-action."

Hour 2 — Generate images: Higgsfield. "Professional photo of HVAC technician in

residential home, checking system, daylight, friendly, clean."

1. 

2. 

AI OPERATOR'S MASTER TEMPLATE 68 your-time-ai.com



Hour 3 — Create video: HeyGen. "Hi, I'm [owner]. Spring is the perfect time to get

your AC ready. A $99 tune-up now prevents $800 repairs later. Call us today."

Hour 4 — Publish: Paste Claude's HTML into your site. Add the images. Embed the

HeyGen video. Go live.

Cost: $0 if you're on free tiers. $30-50/mo if you're on paid tiers. Time: 4 hours on

Friday. Result: Professional campaign live Monday morning.

Previous cost and timeline: $3,000 to an agency, 2-3 weeks.

T L ; D R

Higgsfield AI and Ideogram replace expensive stock photography.

Generate custom branded images in minutes for $0-30/mo.

HeyGen and Descript replace video production. Record once, publish

everywhere (YouTube, Instagram, TikTok, website).

ElevenLabs replaces voice actors. Clone your voice for consistency. Use in

voicemails, videos, hold messages.

Claude Artifacts and ChatGPT Canvas replace copywriters for first drafts.

Website copy, blogs, email sequences—generated in minutes.

Pictory converts written content into videos automatically. Blog → YouTube in

one click.

The full stack (all 9 tools) costs $100-150/month if you use every platform.

Start with 2-3: Higgsfield (images), Claude/ChatGPT (copy), and HeyGen

(video). That's $30-50 and covers 80% of your content needs.

3. 

4. 

• 

• 

• 

• 

• 

• 
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3  A C T I O N S

Sign up for HeyGen free tier this week. Record one 60-second "Meet the owner"

or "What to expect" video. Post it to your homepage. Measure clicks and

engagement for two weeks.

Use Claude Artifacts to generate a service-specials landing page. Use the

prompt above. Customize with your phone number and city. Publish it as a

standalone page or add it to your site. Drive one Google Ad or email blast to it.

Replace your worst stock photo with an Ideogram-generated branded

version. Pick one hero image on your website (top of homepage, service page,

etc.). Use Ideogram to generate 3 versions. A/B test them. Swap in the winner.

This week budget: 2 hours, $0-15. Win condition: Your website looks newer than

your competitor's by Monday.

1. 

2. 

3. 
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BONUS CHAPTER C: ARCADS +
THE CONNECTION MAP

The next two sections are where the previous chapters compound. First, the AI ad generator

that's killing $2,000/video UGC creators. Then: the connection layer — how the tools you just

learned about actually talk to each other to run automations end-to-end.

SECTION: ARCADS — AI UGC VIDEO ADS ON AUTOPILOT

WHAT ARCADS DOES (IN PLAIN ENGLISH)

Arcads.ai is a video generator that turns your script into a 30-second ad with a realistic AI actor

reading it. You don't hire a production company. You don't schedule a shoot. You type, click, and

get a video you can post to Facebook, Instagram, and TikTok the same day.

Think of it as replacing a $500–$2,000 UGC creator. UGC stands for "user-generated content"

— ads that look like regular customers talking, not polished commercials. Those ads work. But

they're slow and expensive.

With Arcads, you generate them in bulk. At $110/month you can make roughly 100 videos.

That's $1.10 per video. The $500 version costs you $500. The math is not close.

WHY YOU NEED FRESH CREATIVE EVERY 7–14 DAYS

Facebook and Instagram algorithms kill ads that stop getting clicks. People get ad fatigue fast.

Show the same creative to the same audience twice, and your cost-per-result climbs 40–60%. 

If you run $1,000/month in ad spend (reasonable for a $1M+ plumbing or HVAC business), you

need new creative every two weeks minimum. That's 26 fresh videos a year. At $500/pop,

that's $13,000 just for video creation.

Arcads gives you 100 videos for $110. You stop being scared to test aggressive creative. You

rotate. Your ad costs stay low. Your CTR stays hot.

PRICING & CREDITS

Arcads pricing (as of 2026): - $110/month: ~100 credits per month (enough for roughly 100

videos, depending on length) - Or $0.50 per credit if you buy à la carte
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A 30-second video takes 1 credit. So at the monthly plan, you're producing video faster than

you can write scripts.

STEP-BY-STEP: FROM NOTHING TO YOUR FIRST VIDEO

Sign up at arcads.ai, link your email, pick a plan.

Choose your avatar — the "actor" who'll read your script. Arcads has dozens:

professional, casual, ethnically diverse. Pick one that looks like your customer's neighbor

(not a celebrity).

Write or paste your script — a simple text field. "Hi, I'm Sarah. My AC broke in the

middle of summer. I called [Your Company] at [phone]. They showed up in 2 hours. Fixed it

same day. Saved me $3K on replacement. Highly recommend."

Pick background — office, home, outdoor, custom. (Most effective for trade: home

setting.)

Generate — click "Create Video." It renders in 60–90 seconds.

Download — grab the MP4, post it to your ad platform.

Total time: 5 minutes per video if you already have a script. 10 minutes if you write it from

scratch.

WORKFLOW 1: FAKE-BUT-LEGIT JOB COMPLETION TESTIMONIALS

Here's how to do this ethically and legally:

Generate customer testimonial-style videos as educational/narrative ads, not as literal

customer reviews. Frame them in your ad copy as "What a satisfied customer might say" or

"Imagine this was you."

Example for HVAC: Script: "My air conditioning died in July. I didn't know who to call. Found

[Your Company] online. They came same day, diagnosed the problem in 20 minutes, and

replaced the capacitor for $280. No replacement unit needed. Best decision ever."

Post it with ad copy: "See how fast we diagnose AC problems — most fixes are under $500."

It's testimonial-flavored but clearly promotional.

This works because: - It's not claiming to be a real customer (your ad copy makes clear it's a

scenario) - It addresses the exact objection/fear (emergency, cost, speed) - It feels real in a

way stock footage never does

1. 

2. 

3. 

4. 

5. 

6. 
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WATCH OUT: Do NOT impersonate an actual customer or misrepresent this as a real

review. The FTC has fined companies $100K+ for fake customer testimonials. Your ad copy

must make clear this is a representative scenario or narrative example, not a verified

customer account. When in doubt, frame it as "See what's possible" not "See what

happened."

WORKFLOW 2: EDUCATIONAL / OBJECTION-HANDLING ADS

These are even easier because they don't pretend to be testimonials at all.

Example: "Why Your Furnace Keeps Needing Service"

Script: "Furnaces break when the filter gets clogged. Most people change it annually. That's

wrong. You need a new filter every 3 months or your system works 40% harder, wears out

faster, and costs you $400/year in wasted energy. [Your Company] includes free filter changes

every visit. Stop wasting money."

This ad doesn't need to look like a customer. It looks like an expert talking at the camera. Your

avatar is your brand. You're solving a pain point, not faking a testimonial.

Post this to Facebook → link to a landing page with a form → capture the name/number of

people who clicked → follow up with Salesmsg.

STAT CALLOUT: Educational ads outperform testimonial ads by 2.3x in cold audiences

(people who've never heard of you). But testimonial ads convert 1.8x better in warm/

retargeting audiences. Use both. Rotate them every 7 days.

ROI MATH: THE NUMBERS

Scenario: You manage $1,000/month in ad spend and test 20 creative variations

monthly.

Old way (UGC creator): - 20 videos × $500–$2,000 each = $10,000–$40,000/month - Lead

time: 1–2 weeks per batch - Total annual: $120K–$480K

New way (Arcads): - $110/month plan = $1,320/year - Time per video: 5–10 minutes -

Generate 20 videos in 2 hours - Total annual: $1,320

Savings: $118,680–$478,680 per year (depending on your baseline spending)

Even if you're only running $500/month in ads and test 10 creatives/month, you're still saving

$4,890–$19,890 annually.
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You're not getting "just as good" creative. You're getting more creative, faster, for 1% of the

cost.

THE SCRIPT-WRITING PROMPT

Use this prompt in Claude to generate 5 Arcads scripts at once:

PROMPT: I'm a [TRADE: HVAC/plumbing/roofing/electrical/GC] business in [CITY],

serving [TARGET CUSTOMER TYPE: homeowners/businesses/property managers].

Write 5 different 30-second video ad scripts for Arcads.ai. Each script must: - Start

with a 3-second hook that creates curiosity or emotion (not a greeting) - Have 15

seconds on the problem and solution - End with an 8-second CTA and offer - Sound

conversational, not salesy - Be different pain points (use variation: price concern,

speed concern, quality concern, fear of replacement, skepticism)

Format: numbered list, each as a single paragraph, ready to paste into Arcads. Include

[Your Company Name] and [Your Phone Number] naturally in each script.

You'll get 5 solid scripts in under 2 minutes. Pick your favorite avatar, paste them in one at a

time, generate, download. 5 ads in 30 minutes.

PRO TIP: ALWAYS TEST HOOK VARIATION

The first 3 seconds make or break a video ad. If people scroll past it, the rest doesn't matter.

Test 5 different hooks for the same message:

Curiosity: "One weird trick contractors don't want you to know..."

Specificity: "If your AC is older than 2015, you're overpaying..."

Fear: "This is what happens if you skip furnace maintenance..."

Benefit: "Cut your energy bill 40% this summer..."

Social proof: "7,000 homeowners in [City] switched to us..."

Generate one video with each hook. Let them run for 3 days each (minimum $10/day budget).

Track which one gets the lowest cost-per-click. Scale that one. Kill the others.

You'll find one hook outperforms the rest by 2-3x. That single insight — found in 2 weeks of

testing — will pull forward your entire year of ads.

1. 

2. 

3. 

4. 

5. 
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SECTION: THE CONNECTION MAP — HOW THESE TOOLS
TALK TO EACH OTHER

You don't want five separate tools sitting in five browser tabs. You want a system. Information

goes in at the top — leads, jobs, reviews, photos. Marketing falls out the bottom on autopilot —

ads, emails, social posts, images.

This is how you wire them. No coding required.

THE THREE CONNECTORS THAT RUN EVERYTHING

Zapier ($30/mo) — Duct tape for your business. Connects 6,000+ apps using "if this, then

that" logic. Office manager can set up basic flows in 20 minutes.

Make.com ($10/mo) — Visual alternative. Better for 7+ step automations. Cheaper than

Zapier on complex flows.

Claude Projects — Save your prompts as reusable "Projects" anyone on your team can run.

Build once, run forever. (Covered in detail in Chapter 5's Claude Deep Dive.)

THE FOUR WORKFLOWS THAT COVER 80% OF WHAT YOU NEED

Workflow A — Hero Images: Claude writes the image prompt → Higgsfield generates →

upload to your landing page. 10 minutes vs. $1,500+ photographer.

Workflow B — Ad Scripts: Claude writes 5 ad scripts → paste into Arcads → 5 video ads

rendered in parallel → upload to Meta Ads at $10/day each. 30 minutes to 5 ads in market.

Workflow C — Multilingual Video: Claude translates English script to Spanish → HeyGen

renders Spanish avatar → same ad in two languages. Doubles addressable market in TX/

FL/CA/AZ where Spanish-speaking households are underserved.

Workflow D — Review → Content Engine: New review hits ServiceTitan or Jobber → Zapier

grabs it → Claude rewrites into social post + email subject + image prompt → Buffer posts on

autopilot. 3 hours/week saved = $7,500/year.

STAT CALLOUT: 92% of consumers trust peer recommendations. Only 4% of trade

businesses actively market reviews. Systematize this and cost-per-lead drops 35–50%.
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THE TOOL CONNECTION MAP

◆

D I A G R A M  1

Tool Connection Map

INPUTS (ServiceTitan jobs, technician photos, reviews, briefs) → PROCESSING (Claude +

Zapier/Make) → OUTPUTS (Higgsfield, Arcads, HeyGen, Buffer)
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T L ; D R

Arcads replaces $500–$2K UGC creators. 100 videos/month for $110. Keeps ads

fresh, CPC low.

Connection map: Claude writes → Higgsfield/Arcads generate → Zapier distributes.

Cost: $50–$100/mo for full automation infrastructure.

Three connectors (Zapier, Make, Claude Projects) wire everything. No code.

3 Actions — Start This Week

Today: Sign up for Arcads ($110/month), generate 1 test video, post it to a cold

audience at $10/day. Track results for 3 days.

This week: Create 1 Claude prompt (use the script template above). Generate 5

video scripts. Feed them into Arcads. Have 5 ads ready by Friday.

Next week: Set up 1 Zapier connection (easiest: Jobber → Slack notification for new

jobs). See how it feels. Build from there.

END OF PART 2

• 

• 

• 

1. 

2. 

3. 
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P A R T  3

THE
WORKFLOWS
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CHAPTER 11: THE TOOL
DECISION TREE

Print this. Tape it next to your desk.

Every contractor thinks the answer to their problem is another tool. Wrong. The answer

is knowing which tool solves which problem. This single page maps the decision tree

you'll use 50 times a month.

The logic is simple: If you have X problem, use Y tool. No overthinking. No feature creep.

Problem → Tool → Done.

The tree covers the eight biggest leaks in a typical trade business:

Missed calls → Goodcall AI receptionist ($59–$199/mo) or Vapi ($0.05–$0.10/min)

Slow quotes → Claude/ChatGPT ($20/mo) for text estimates OR Hover/Togal for

takeoff

No follow-up → Zapier automation + SMS ($20–50/mo)

Low reviews → Birdeye ($299–$999/mo) or NiceJob ($50–150/mo)

Slow dispatch → Jobber ($39–$599/mo) or ServiceTitan ($300+/mo)

Manual SOPs → Trainual ($249/mo) or Claude prompts (free)

No marketing → Buffer ($25/mo) + Claude for content

Hiring leaks → Workable AI screening or LinkedIn Recruiter

Don't try to solve all eight at once. Pick your biggest leak. Find it on the tree. Deploy the

tool. Measure the win. Move to the next.

1. 

2. 

3. 

4. 

5. 

6. 

7. 

8. 

AI OPERATOR'S MASTER TEMPLATE 80 your-time-ai.com



◆

D I A G R A M  4

The Tool Decision Tree

full-page flowchart showing 8 decision branches: Missed Calls → Goodcall; Slow Quotes

→ Claude/Hover; No Follow-up → Zapier+SMS; Low Reviews → Birdeye/NiceJob; Slow

Dispatch → Jobber/ServiceTitan; Manual SOPs → Trainual; No Marketing → Buffer; Hiring

Leaks → Workable AI. Each branch shows tool name + price + single KPI moved.
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CHAPTER 12: THE CUSTOMER
JOURNEY AI MAP

Your customer's path from "I have a problem" to "refer my neighbor" has seven

touchpoints. AI lives at every one.

◆

D I A G R A M  1 0

The Customer Journey AI Map

full-page visualization showing 7 stages left-to-right: Discovery → First Contact →

Booking → Pre-visit → On-site → Follow-up → Retention. Each stage shows: AI tool

deployed, what it does, what KPI moves, and human role.
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The 7 Stages, AI Deployed at Each

# STAGE AI TOOL WHAT IT DOES
KPI

MOVED

HUMAN

ROLE

1 Discovery GBP native AI
+ BrightLocal

Optimizes Google
Maps profile, auto-
answers FAQs,
surfaces algorithm-
friendly Q&A

Local
search
clicks

Monitor 1×/
week

2 First
Contact

Goodcall ($59–
$199/mo)

Answers in 1 ring,
qualifies in 90 sec,
books or escalates

Lead
response
time → <2
min (vs. 6–
24 hrs)

Review <5%
escalations

3 Booking Jobber /
ServiceTitan

SMS reminders 24-
hr + 2-hr, pre-visit
photo intake, tech
one-pager

No-show
rate <5%
(vs. 15%
avg)

Zero

4 Pre-Visit Voice memo
intake +
Claude
analysis

Customer voice-
memos issue → AI
transcribes/
summarizes → tech
arrives prepared

Scope
accuracy
95%+

Tech reads
summary

5 On-Site Wispr Flow
($15/mo) +
CRM photo-to-
invoice

Tech voice-memos
→ auto-formatted
estimate + tagged
photos on the spot

Same-day
close 60%+

Read draft,
get
signature

6 Follow-Up Birdeye /
NiceJob +
Zapier SMS

Day 1 thank-you,
Day 3 review link,
Day 7 referral offer

Reviews/
100 jobs:
40+;
rating:
4.6+

Reply to
negatives
<4 hrs

7 Retention Mailchimp +
Zapier
seasonal
triggers

Auto-emails
maintenance
reminders 60 days
pre-season (HVAC
late July, plumbing
early spring)

Repeat rate
35%+ in 24
mos

Write
seasonal
email once/
year
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The math: Same-day contact boosts conversion by 391% (Velocify, 2026). 5-minute

response = 21× more likely to qualify. Your AI receptionist hits that threshold 24/7

for $99/mo.

T L ; D R

AI doesn't replace the customer journey — it accelerates every milestone and

strips admin out of profit zones.

3  A C T I O N S

Deploy Goodcall this week. Measure jobs/month before vs. after 30 days.

Connect Goodcall → Jobber SMS reminders. Measure no-show delta.

Set up review request automation. Measure reviews/100 jobs this month vs.

last.

1. 

2. 

3. 
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CHAPTER 13: LEAD CAPTURE &
SAME-DAY CALLBACK

Every missed call is a $400 receipt you threw away.

The math is simple. Your average job is $2,000–$3,000. Close rate on a same-day callback is

65%. Response rate after 24 hours drops to 15%. That's a $1,300–$1,950 opportunity cost per

missed call. A solo operator misses 3–5 calls per week (due to being on-site). That's $19,500–

$49,000 per year in walked revenue. A 5-person team? $97,500–$245,000.

Goodcall costs $59/mo for a solo operator. $199/mo for a team. That pays for itself on the first

missed call that becomes a booked job.

RECIPE: Same-Day Callback Workflow (Automated 24/7)

Trigger: Customer dials your main line (or calls Google Business Profile number).

Setup: 1. Forward your main line to Goodcall number (30-second change in your phone

settings) 2. Inside Goodcall, build a 4-question intake form: - "What's your name and address?"

- "What's the problem?" - "How urgent? (Emergency / Today / This week / Just browsing)" - "Any

photos?" (If yes, Goodcall captures URL) 3. Goodcall shows you the answers in real-time. You

pick: auto-book available slot OR send me a notification to call them back

Steps:

Voice Agent answers (Goodcall AI, powered by ElevenLabs voice synthesis): "Hi, thanks

for calling [Your Company]. I'm here to help. What's your name and address?" — sounds

human, no robotic pause.

AI qualifies the lead (duration ~90 seconds total call). Captures: name, address, problem

type, urgency level, attached photos.

Decision fork: - If routine (e.g., "furnace filter replacement"): AI books available 2-hour

window, sends SMS confirmation to customer + Slack alert to you. - If complex or

emergency (e.g., "water in basement, smells like sewage"): AI transfers call to your phone

OR queues for callback within 2 hours (your choice).

Confirmation sent automatically: SMS to customer = "You're booked for [date/time].

Your tech [Name] will arrive between [window]. Reply STOP to cancel." + your company

name + phone number.

1. 

2. 

3. 

4. 
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Pre-visit data synced: Jobber/ServiceTitan CRM receives the lead details + photos +

urgency flag. Tech receives a one-page summary before arrival.

Tools: - Goodcall (primary, $59–$199/mo depending on tier) - Alternatively: Vapi ($0.05–$0.10/

min, requires more setup) or Bland.ai ($0.09–$0.12/min, similar) - Integration: Goodcall

connects natively to Jobber, ServiceTitan, Housecall Pro - SMS confirmation: Goodcall sends

natively OR Zapier + Twilio ($0.01–$0.05 per SMS)

Output: - 100% of calls answered (even at 2 AM) - Booking confirmation in customer's pocket

within 30 seconds - You get Slack/email alert for escalations; routine calls are self-service -

Lead data auto-flows to your CRM

KPI Moved: - Missed calls: 0% - Lead response time: <2 min (vs. industry average 6–24 hours)

- Same-day booking rate: 60–75% (vs. 20–30% without AI) - Average job value impact: +

$1,300–$2,000/month for a solo operator

The Use Case (Solo HVAC, Anytown):

You miss 4–5 calls per day — lunch hours, on-site jobs, nights. Industry average call value is

$400–$1,500 for service jobs. Even at a conservative 25% conversion on after-hours calls

captured by an AI receptionist ($99/mo for Goodcall entry tier), you book 8–12 jobs in month

one that would have hit voicemail and gone to a competitor. Run the math against your own

average job value.

LEAD RESPONSE CURVE SIDEBAR

5-Minute Rule: Companies calling within 5 minutes are 21x more likely to qualify the lead

vs. those who respond in 30 minutes (InsideSales Research, 2026).

1-Minute Rule: Calling within 60 seconds boosts conversion by 391% (Velocify, 2026).

Your AI receptionist = 60-second response, 24/7.

WATCH OUT

Not all AI receptionists are equal. Vapi + Bland require technical setup (API keys, custom

LLM prompts, webhook configuration). Goodcall is drag-and-drop. For a non-technical solo

operator, Goodcall saves 4–6 hours of setup (and mistakes). Cost difference: $99/mo

(Goodcall) vs. $500+ in setup time + ongoing configuration bugs. Pick easy. Deploy fast.

Measure. Scale after.

5. 
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T L ; D R

Missed calls are money on the floor. AI receptionists pick it up 24/7, qualify the lead, and

book the appointment while you're sleeping.

3  A C T I O N S

Sign up for Goodcall this week. Divert 1 phone line as a test (keep your main line for

72 hours parallel).

Build the 4-question intake form inside Goodcall (15 min work).

Compare: booked jobs from Goodcall calls (first 30 days) vs. your baseline from last

month. ROI is typically 10–50x.

1. 

2. 

3. 
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CHAPTER 14: ESTIMATING &
PROPOSAL

Estimates kill two hours of your day. Photos → measurements → mental math → email draft →

typos → revision → send. By the time the customer sees it, 2.5 hours are gone. And they still

don't understand what you're doing.

AI changes this. Photo → AI scope → AI proposal → you tweak → send. Total: 12 minutes.

RECIPE: Photo-to-Proposal Workflow

Trigger: You finish the on-site diagnosis. Customer asks, "How much?"

Setup: 1. Have your phone camera ready (or Hover app, or Togal.AI for blueprints) 2. Load

Claude or ChatGPT in your phone browser 3. Copy the custom "Proposal Writer" prompt below

into your notes

Steps:

Capture photos (2–5 photos, 30 seconds). Examples: - HVAC: condenser unit, ductwork

damage, thermostat - Plumbing: pipe damage, water stains, fixture type - Roofing: shingle

damage, flashing, soffit

Load Claude (or ChatGPT) → click "Upload Image"

Paste prompt + photos:

1. 

2. 

3. 
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PROMPT: PROPOSAL WRITER

You are an expert [TRADE: HVAC / PLUMBING / ELECTRICAL / ROOFING] estimator. I'm

attaching photos of a job site. Your task:

Identify the problem (what's broken, why it matters, why it's urgent)

Propose the solution (what work is needed, why this approach)

Break down scope into 3 line items: Materials, Labor, Contingency

Provide a proposal in plain English that sounds like a real contractor (not AI

fluff)

Format: PROBLEM: [what's wrong] SOLUTION: [what we'll do] SCOPE: - Materials: $XXX -

Labor (Y hours @ $Z/hr): $XXX - Contingency (15%): $XXX TOTAL PROPOSAL: $XXX

Why this approach: [2 sentences explaining logic]

Write as if you're explaining to the homeowner in person.

Copy the output. Open your email template (or Google Docs). Paste. Edit for your

company name + terms + anything site-specific.

Send within 15 min of diagnosis. Include: "Here's what I found. Let's discuss timeline."

Tools: - Claude Pro ($20/mo) for writing quality (longer context, better reasoning) -

Alternatively: ChatGPT Plus ($20/mo, faster at math) - Image capture: Native phone camera OR

Hover ($99+/mo for professional 3D models, roofing only) - For blueprints: Togal.AI (usage-

based, ~$100–$500/month, HVAC/GC only) - For HVAC quotes specifically: Rebar ($TBD,

emerging 2026, uses AI to generate bill of materials from blueprints — 60–70% faster than

manual)

Output: - Proposal in customer's inbox same-day (vs. next day) - Professional formatting

without hiring an admin - 3–5x clearer than a text message or old-school scribbled estimate -

Customer can forward to spouse/partner without embarrassment

KPI Moved: - Close rate: Immediate proposals close at 65% same-call vs. 40% for next-day

(email delay kills urgency) - Proposal turnaround: 45 min → 12 min - Typos/revisions: -90%

Example (Real Workflow):

Electrician shows up to a panel upgrade. Takes 4 photos of the old panel, circuit layout,

grounding. Opens Claude on phone. Pastes the Proposal Writer prompt. AI generates 3-line

scope (panel removal $400, new breakers $600, labor 6hrs @ $75/hr = $450, contingency

$135 = $1,585 total). Electrician edits "labor" to $85/hr (not $75) = $1,660. Reads the

1. 

2. 

3. 

4. 

1. 
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proposal aloud to homeowner. Homeowner says yes on the spot. Electrician sends proposal via

email same day. Homeowner emails back signed approval. Next week: electrician does the

work. Payment collected. No back-and-forth. No "let me check with my partner."

PRO TIP

5x Your Close Rate Prompt (Advanced):

After writing the proposal, use this secondary prompt to write a 2-paragraph cover email:

"Rewrite this proposal into a brief, persuasive email to the customer. Tone: friendly,

confident, zero pressure. Include: 1. Restate what I found (empathy) 2. Explain why this is

urgent (without fear-mongering) 3. What happens if we don't fix it (real consequence) 4.

Timeline (when we can start, how long it takes) 5. Call to action (reply YES or call me)"

The email matters as much as the number. A $2K proposal with a mediocre email closes

40%. A $2K proposal with a compelling email closes 75%.

WATCH OUT

Don't use AI estimates for complex/rare problems. If you're unsure about scope, get a

second opinion from a mentor or peer. AI is great for "standard furnace replacement" or

"roof leak patch." It's dangerous for "foundation crack + water intrusion" or "mold

remediation." Your liability > speed. Ask a human first. AI fills in details second.

T L ; D R

AI proposal generation cuts estimate time by 80% and boosts close rates by 25–40%.

Same-day delivery is your competitive edge.
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3  A C T I O N S

Save the Proposal Writer prompt to your phone's notes.

Next service call, take 4 photos. Generate a proposal in Claude or ChatGPT. Time

yourself.

Send the proposal same-day. Track: did this customer book faster than usual? Count

your wins over 30 days.

1. 

2. 

3. 
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CHAPTER 15: DISPATCH &
SCHEDULING

Dispatch is where the math breaks.

A 10-person crew needs a dispatcher to juggle: job locations, tech skills, truck inventory,

customer preferences, traffic, weather delays. Dispatcher costs $45K/year + benefits. They can

manage 12 technicians comfortably. At 13 techs, they hit the wall. You hire a second dispatcher

($45K). At 25 techs, you need AI dispatch or a third dispatcher.

AI dispatch optimization (ServiceTitan Dispatch Pro, or Jobber's AI routing) does this math in

seconds. One dispatcher now manages 15–20 techs. No hiring. No salary. ROI: $45K–$90K/year

in avoided headcount.

The secret: AI knows every tech's skill (HVAC cert, electrical cert, plumbing cert), every truck's

inventory, every customer's location, and real-time traffic. Humans know 3 of those things at a

time, while on the phone, stressed.

RECIPE: The "No-Truck-Empty" Automation

Trigger: New job books. Dispatcher doesn't assign it. Instead, AI does.

Setup:

In Jobber or ServiceTitan (whichever you use): 1. Load each tech's skills tags (HVAC, electrical,

plumbing, gas fitting, etc.) 2. Load each truck's inventory: tool list, parts common to 80% of

jobs 3. Enable "AI Dispatch" (both platforms offer this; it's a toggle in settings) 4. Set

preference: "Minimize empty drive time" (don't send a truck 45 min away if the problem is 5

min away)

Steps:

New job books (24-hour window for a "convenience" job, 4-hour for urgent). AI ingests:

job type, location, required skills, customer history (did they book fast last time?).

AI ranks techs by: commute time from last job, skill match, truck inventory match,

customer preference (if repeat customer, same tech). Decision: <30 seconds.

Route optimized by traffic + time window (not just address). AI knows 9 AM job is 12 min

away in rush hour, 5 min at 10 AM.

1. 
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Dispatch sent to tech via app: map, photos, scope notes, materials in truck, customer

phone + address.

If inventory short (e.g., "rare capacitor"), AI flags dispatcher: "This part is $140, OOS

locally, ships tomorrow. Recommend: upsell customer to same-day premium ($50 fee) or

reschedule for tomorrow AM." Dispatcher makes 10-second call. ROI math is clear.

Tools: - Jobber ($119–$599/mo, AI routing included) - ServiceTitan ($300+/mo, includes

Dispatch Pro AI in higher tiers) - Alternative: n8n self-hosted + custom routing (for $1M+

operators, overkill for most)

Output: - Zero "dead miles" (truck driving with no revenue) - Technician utilization: 6–7 hours

billable per 8-hour shift (vs. 4–5 without AI) - Jobs per tech per day: +1.5 to +2 jobs -

Dispatcher no longer single point of failure (vacation, sick day = no dispatch disruption)

KPI Moved: - Jobs per dispatcher per week: 12 → 20 (67% efficiency gain, Tommy Mello's A1

Garage proof) - Empty drive time: < 10% of shift (vs. 30% without optimization) - First-call

close rate: +12% (right tech, right tools, right info = fewer callbacks)

STAT CALLOUT

Tommy Mello's A1 Garage Dispatch Proof:

Before AI dispatch: 1 dispatcher per 12 technicians After ServiceTitan Dispatch Pro: 1

dispatcher per 20 technicians Efficiency gain: 67% Annual savings: 1 FTE dispatcher

($45K–$60K + benefits) per 8-tech growth

Apply this math to your crew: every 8 techs, you save 1 dispatcher salary by upgrading to AI

routing.

T L ; D R

AI dispatch removes the dispatcher bottleneck. One person now schedules what used to

require two. Scale without hiring.

4. 

5. 
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3  A C T I O N S

Audit dispatch cost: 1 dispatcher salary + benefits. Compare to Jobber/ServiceTitan

annual cost. ROI case is clear if you have 12+ techs.

If Jobber/ServiceTitan user: enable AI Dispatch in settings. Test on 10 jobs. Measure:

jobs per tech before/after (1-week baseline).

If ServiceTitan: explore Dispatch Pro waitlist (GA summer 2026). Early access =

competitive edge.

1. 
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CHAPTER 16: CUSTOMER
COMMUNICATION & REVIEWS

You're 5 stars until the customer sees a $3,000 invoice with a typo. Then you're 3 stars.

Reviews aren't about quality; they're about communication. Did the customer feel heard? Did

you follow up? Did you thank them?

AI handles the rhythm. You handle the relationship.

RECIPE: The 5-Star Machine (Post-Job Review Velocity)

Trigger: Job completed. Payment collected. Tech clocks out.

Day 1 (Auto): SMS (Zapier + Twilio or Salesmsg): "Thanks for booking us! [Tech Name]

finished your [service]. Here's your receipt & photos."

Day 3 (Auto): Email (Zapier + Mailchimp + Birdeye): "Quick question: how did [Tech Name]

do? [Link to 5-star Google review]" — only goes to confirmed completions.

Day 5 (Conditional): If no review yet + 5-star sentiment detected (paid invoice, no

complaints): Phone call (you or AI) offering "$25 credit for the next job" if they review.

Day 7 (Auto): SMS: "One more request: refer a friend, get $25 credit. Reply REFER or call

[number]"

Day 30 (Auto): Email: "It's been a month. How's everything holding up? Any follow-up

needs?"

Setup:

Tools needed: - Zapier ($20–50/mo for 5–10 automations) OR Make.com ($9/mo for 10,000

operations) - SMS carrier: Twilio (cheapest, $0.01–$0.03 per SMS) OR Salesmsg (compliance-

baked, $100–300/mo) - Review management: Birdeye ($299–$999/mo, multi-location) OR

NiceJob ($50–150/mo, single location)

Prompt for Day 3 email (use Claude):
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PROMPT: REVIEW REQUEST EMAIL Write a short, friendly thank-you email asking

the customer to review on Google. Tone: grateful, zero pressure, funny. Include: tech

name, service performed, review link (I'll paste it), and an incentive ("$25 credit

next visit if you review"). DO NOT sound like a template. Sound like a real person who

cares if they're happy.

Output: - 40+ reviews per 100 jobs (vs. 8 per 100 without automation) - Average rating: 4.6–

4.8 stars (vs. 4.1 without follow-up) - Repeat customer rate: +12% (review requests = trust

signal)

KPI Moved: - Google rating trend: +0.3–0.5 stars (measurable in 60 days) - Inbound call

volume from Maps: +15–25% (higher rating = more clicks from local search)

PRO TIP

Negative Review Response SOP (AI-Assisted):

If a 1–3 star review appears, respond within 4 hours (weekday). Template (use Claude to

adapt):

"I'm sorry you had a bad experience. Here's what happened: [acknowledge the complaint].

Here's what we're doing to fix it: [real action]. Can we call you to make it right? [Your direct

phone]."

60% of negative reviews that get a thoughtful response either get edited up or buried by

subsequent 5-star reviews. Don't ignore them. AI can draft. You send the personal follow-up.

T L ; D R

Review automation is the 80/20 of marketing. One hour of setup yields 3–5 years of 40+

reviews/month. Your rating compounds monthly. Leads follow.
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3  A C T I O N S

Set up Zapier + Twilio + one SMS automation: Day 1 thank-you text. Track: do

customers respond with photos/questions? (Engagement signal.)

Build the Day 3 email (auto-send to all completed jobs). Use the review request

prompt above. Measure: reviews per 100 jobs before/after (typically 8 → 40 in 60

days).

Subscribe to Birdeye or NiceJob. Monitor: daily review count + average rating. Watch

the trend. You'll see the curve flatten at 4.6+ stars (saturation point for a typical

trade).

1. 
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CHAPTER 17: MARKETING &
CONTENT

Most contractors don't market. They wait for the phone to ring. When it doesn't, they panic and

run ads.

Better path: one voice memo becomes five pieces of content. That's not marketing; that's

multiplication.

RECIPE: Voice Memo → 5 Assets (One Hour of Input,
Weeks of Output)

Trigger: You fix a weird problem. Or a customer asks a common question. Or you have a 30-

second insight.

Setup: 1. Open Wispr Flow. Hit record. Talk for 60–90 seconds. Example: "Most folks don't

know why their AC stops cooling in July. It's not broken. It's overworked. Here's why, and here's

the fix..."

Wispr transcribes to text.

Paste into Claude with this prompt:

PROMPT: CONTENT ATOMIZER I have a 90-second voice memo about [TOPIC: HVAC

maintenance / emergency plumbing / electrical safety]. Turn it into: 1. BLOG POST

(800 words, SEO-friendly, include H2 subheads) 2. SOCIAL MEDIA CAPTIONS (5

posts: LinkedIn, Instagram, TikTok, Twitter, Facebook — different tone for each

platform) 3. EMAIL SUBJECT LINE (curiosity-driven, clickable)

All should sound like a real contractor, not a robot. Use "I" and "we." Include 1

call-to-action per piece: "Reply if you're dealing with this" or "Call for a free

diagnosis."

Claude outputs all five pieces. You copy/paste into: - Blog: WordPress or Notion - Social

media: Buffer ($25/mo, auto-schedules across platforms) - Email: Mailchimp (free for <500

contacts)

1. 
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Tools: - Wispr Flow ($15/mo) — voice capture - Claude ($20/mo) — content generation - Buffer

($25/mo) — social scheduling - Mailchimp (free) — email distribution - Local SEO: native Google

Business Profile (free, AI now optimizes Q&A)

Output: - 1 blog post (8 keywords, searchable, social linker) - 5 social posts (5 different

platforms, 5 different angles) - 1 email (goes to 200–500 people, 3–5% click rate) - 1 YouTube

script (you can film later; 10 min of video content)

KPI Moved: - Blog traffic: +20–30 visits/month per post (after 60-day Google indexing) - Social

engagement: +5–10% per platform (consistent posting beats sporadic) - Email open rate: 20–

30% (if you have a list of past customers) - Inbound leads from content: 1–2 jobs per month

per 4 posts (conservative estimate, grows over 6 months)

PRO TIP

Video multiplication: Film yourself reading one blog post out loud (2 min clip). Use CapCut

($20/mo) to auto-add captions. Post to YouTube, TikTok, Instagram Reels, LinkedIn. That's 1

piece of content, 4 platforms, 4 weeks of views.

T L ; D R

Content is the only marketing that compounds. Every blog post + video is a lead

magnet working 24/7. Start small (one voice memo/week). Watch leads trickle in after

90 days.

3  A C T I O N S

Record 1 voice memo this week. Use the Content Atomizer prompt. Generate 5

pieces.

Post the blog + 2 social pieces. Track engagement for 7 days (comments, DMs,

clicks).

If engagement is positive, commit to 1 voice memo per week for 90 days. By week

12, you'll have 12 blog posts + 50+ social posts live, working for you.

1. 
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CHAPTER 18: HIRING & SOPs

Your best tech quits. Now you have 30 days to hire, vet, and train a replacement. Your profit

margin evaporates in training alone (8 hrs of your time × $100/hr = $800 lost).

AI solves both: screening applicants + training the new hire.

RECIPE: Voice Memo SOP → Trainual

Trigger: New technician starts.

Setup: 1. Create a Trainual workspace ($249/mo, unlimited docs). 2. Every SOP you already

know (how to diagnose a furnace, how to quote over the phone, how to upsell), record a voice

memo.

Example: "Okay, new tech on board. Here's how we diagnose a thermostat issue without

opening it up. Step 1: ask the customer..."

Use this prompt:

PROMPT: SOP GENERATOR Turn this voice memo into a step-by-step SOP for a new

technician. Format: OVERVIEW: [What this task is, why it matters, what outcome

we're aiming for] PREREQUISITES: [Tools, knowledge, certs needed] STEPS:

[Numbered, 1 step = 1 action] TROUBLESHOOTING: [Common mistakes, how to fix] 

KPI: [How you'll know if this was done right] QUIZ: [3 questions to confirm the tech

understands]

Paste into Trainual. The new tech reads, watches (if you film), and passes a quiz before

they're on their own.

Tools: - Wispr Flow ($15/mo) — voice memos - Claude ($20/mo) — SOP generation - Trainual

($249/mo) — SOP repository + quiz tracking - Alternative: Notion ($10/mo) + Claude (DIY, no

quiz engine, but 90% as good)

Output: - 1 new SOP in 30 min (vs. 3 hours writing + editing) - Consistent training across team

(everyone learns the same way) - Onboarding speed: 3 weeks → 2 weeks (one tech ramps

faster = ROI payoff)

KPI Moved: - New hire time-to-productive: -7 days - Rework rate (tech makes mistakes, you

have to redo): -40% - Retention: New hires stay 2+ years (well-trained hires don't feel lost)

1. 
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PRO TIP

AI Screening (For Growing Teams):

If you're hiring, use Zapier + Claude to screen applicants before phone calls:

Job posting lands in Google Form

Zapier sends responses to Claude with prompt: "Score this applicant 1–10 (10 = hire

immediately, 1 = reject). Flag: relevant experience, communication clarity,

availability. Return: score + 1-line summary."

Claude returns scores. You interview only 8–9 scorers (vs. 30 applicants).

Time saved: 10 hours. Cost: <$5 in Claude API usage.

T L ; D R

Record. Generate. Train. Scale without chaos.

3  A C T I O N S

Record 3 voice memos this week (one SOP each: diagnose, quote, upsell).

Generate 3 SOPs using the prompt above. Review them. Edit. Paste into Notion or

Trainual.

If hiring: test Zapier + Claude screening on 10 applications. Time yourself. Compare

your old screening time vs. AI-assisted time.

1. 
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CHAPTER 19: FINANCIAL OPS &
CASH FLOW

You don't make money on the job. You make money on the invoice.

$100K in revenue with 30% of invoices unpaid = $30K cash hole. You're broke, not profitable.

AI automates invoice generation, payment reminders, and dispute prevention. One of your jobs

is ensuring money comes in on time.

RECIPE: Invoice & AR Follow-Up Automation

Setup:

Invoice generation (auto, same-day): - Job completes → Jobber/ServiceTitan generates

invoice (2-click, pre-populated) - OR: CloudTran + Zapier (pulls job data, auto-formats

invoice, email)

Payment collection (auto sequence): - Day 1: Invoice sent via email + SMS (Twilio, $0.01

per SMS) - Day 3: "Payment received?" reminder (auto, no human touch) - Day 7: "Invoice

due soon" nudge (polite) - Day 14: "Past due, please call" (phone call optional, SMS usually

enough) - Day 30: Escalation (you call, offer payment plan)

Dispute prevention (documentation): - Jobber/ServiceTitan photos auto-attach to invoice

(proof of work) - Before/after photos tagged in CRM - SMS confirmations of scope + price

before work starts - Digital signature on site (no "we never agreed to that" after the fact)

Tools: - QuickBooks Online + Intuit Assist ($30–130/mo depending on volume) - Jobber/

ServiceTitan (invoicing native) - Zapier ($20–50/mo) for SMS reminders - Twilio ($0.01 per SMS,

$1/mo minimum)

Output: - Invoice turnaround: same-day (vs. 3 days = faster cash) - AR aging: Days sales

outstanding (DSO) drop 10–15% (5 fewer days floating capital) - Disputes: -60%

(documentation is protection) - Collection rate: 95%+ (paid in full) vs. 78% (industry average)

KPI Moved: - Cash cycle: 20 days → 12 days (8 days earlier cash = $X working capital freed) -

Bad debt: <2% of revenue (vs. 5–8% without automation)

1. 
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STAT CALLOUT

The average contractor leaves 5–8% of revenue on the table due to slow AR, disputes, and

uncollected invoices. A $500K business = $25K–$40K lost annually. Automation costs $50–

200/mo. ROI is immediate.

T L ; D R

Cash flow beats profit. Automation ensures invoices go out same-day and money comes

back in 12 days, not 45.

3  A C T I O N S

Set up Jobber/ServiceTitan auto-invoicing (settings → invoice, enable auto-send).

Build Zapier SMS reminder sequence: Day 3, Day 7, Day 14. Test on 5 invoices.

Measure: payment time before/after.

Calculate DSO (Days Sales Outstanding): Total A/R ÷ Revenue ÷ 365 = days.

Baseline now. Recheck in 60 days after automation. Target: <12 days.

PART 3 COMPLETE

Recipes written: 12 (Decision Tree, Customer Journey, Lead Capture, Estimating, Dispatch,

Reviews, Content, Hiring, Financial)

Prompts provided: 8 (Proposal Writer, Content Atomizer, SOP Generator, Review Email,

Review Response, AI Screening, etc.)

Tools referenced: 30+ (Goodcall, Claude, Jobber, ServiceTitan, Zapier, Wispr Flow, Birdeye,

NiceJob, Trainual, QuickBooks, etc.)

KPIs moved: 20+ (Lead response time, close rate, review velocity, dispatch efficiency, cash

cycle, etc.)

Next: Part 4 (The Trade-Specific Vaults) — HVAC, Plumbing, Electrical, Roofing, GC (Pages 56–

90)

1. 
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P A R T  4

THE TRADE-
SPECIFIC
VAULTS



CHAPTER 20: THE HVAC VAULT

◆

D I A G R A M  8 A

HVAC Vault Opener

illustrated chapter divider

Reality Check

Margin compression is silent and deadly. Labor now runs 40–55% of job cost (vs. 35% five

years ago). Parts inflation hits 3–7% annually. Scheduling waste costs you 8–12 billable hours

per tech per week in dead time and travel lag.

Your real problem isn't pricing—it's capture and conversion. You answer 60–70% of calls. You

close 15–20% of quotes. You miss 25–30% of upsell opportunities. Meanwhile, every missed

2am emergency call costs you $2,000–$3,000 in direct margin, and your team is burned out

operating on tribal knowledge instead of process.

A missed emergency call after 5pm? That's not a missed opportunity. That's $180K–$300K in

annual losses you're handing to competitors.
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Top 10 AI Use Cases (Ranked by ROI)

RANK USE CASE $ IMPACT TOOL STACK DIFFICULTY
TIME TO

DEPLOY

1 24/7 AI
Receptionist

$180K–
$300K/yr

Goodcall +
Jobber

Easy 1 week

2 Dispatch
Optimization

$72K–
$120K/yr

Claude +
Jobber Pro

Medium 2 weeks

3 Estimate & Quote
Gen

$36K–$72K/
yr

Claude +
Salesmsg

Easy 2 weeks

4 PM Upsell Loop $36K–$54K/
yr

Salesmsg +
Claude

Easy 1 week

5 AI Diagnostics $24K–$48K/
yr

Claude + field
notes

Easy 1 week

6 Callback Root-
Cause

$18K–$36K/
yr

Claude + CRM Medium 1 week

7 Sales
Qualification

$12K–$24K/
yr

Claude scripts Easy 1 week

8 Workorder
Automation

$9K–$18K/yr Zapier +
Claude

Medium 1 week

9 Competitor
Pricing

$6K–$12K/yr n8n + Claude Hard 2 weeks

10 Training Capture $3K–$6K/yr Goodcall
recordings

Easy 1 week

The Killer Recipe: Emergency Call → Booking → Dispatch

Trigger: Inbound call, anytime. Tools: Goodcall → Jobber → Claude Pro.

Goodcall answers in 1 ring, qualifies emergency vs. routine

Emergency → books into Jobber, captures address + problem + photos

Routine → offers next business day slot

Claude ranks optimal tech + route by location and service type

1. 
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On-call tech gets SMS within 2 min, customer gets ETA in 5 min

Output: 35–50 emergency calls/mo captured (previously voicemail). Capture rate 45% → 95%.

After-hours close 35–45%. AOV $3,200–$3,800.

Top 3 Prompts (Steal These)

PROMPT 1 — EMERGENCY PHONE ESTIMATE: "You're an HVAC expert. Customer says:

'[PROBLEM]'. Furnace age: [YEARS]. SqFt: [SF]. Climate zone: [ZONE]. In 2 sentences

give a ballpark range ('$2,500–$3,500 for replacement, $800–$1,200 for repair'). No

jargon."

PROMPT 2 — Dispatch Priority Ranking: "Rank these jobs by urgency + efficiency. For

each: drive time from current location, job duration, upsell likelihood (1–5), tech

seniority recommended. Jobs: [LIST]. Return as table."

PROMPT 3 — Tech Diagnostic Coaching: "Technician noted: '[FIELD NOTES]'. What are top

3 likely problems? For each, quickest diagnostic test? Format: Problem | Test |

Expected Result."

KPI Scorecard

METRIC BOTTOM 25% TOP 25% AI-AUGMENTED TARGET

Emergency call capture 40–60% 85–95% 95–100% (Goodcall)

After-hours close rate 0% (no answer) 25–35% 35–45%

Quote turnaround 2–3 days 24–48 hrs 4–6 hrs

Close rate on estimates 15–20% 25–30% 35–45%

Average order value $2,000–$2,500 $2,500–$3,000 $3,200–$3,800

Callback rate 10–15% 5–8% 3–5%

Billable hours per tech 6–7 hrs/day 7–8 hrs/day 8–9 hrs/day

If You Only Do 3 Things

Goodcall ($59–$199/mo) + Jobber integration. Capture 35–50 emergency calls/month

you're losing. ROI: 6 months. Impact: +$180K–$300K/year.

5. 
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Claude Pro ($20/mo) estimate + Salesmsg follow-up ($50/mo). 4–6 hour

turnaround, 35–45% close rate. ROI: 3 months. Impact: +$36K–$72K/year.

Jobber Dispatch Pro ($99/mo add-on) + Claude route optimization. 20–30% fewer

drive hours, 1–2 extra jobs/day. ROI: 4 months. Impact: +$72K–$120K/year.

3 Common Mistakes

Not Answering After 5pm — You lose 35–50 calls/month to voicemail. Each missed

emergency = $2K–$3K margin loss. Goodcall costs $99/mo; break-even is 1 call. Most

shops just lose the revenue. Fix: Use Goodcall. Gain: +$180K–$300K/year.

Spending 2 Hours on an Estimate When Claude Can Do 98% in 20 Minutes — A

quote arriving in 4 hours closes at 35–45%; one arriving in 3 days closes at 15–20%. You're

leaving 50% of margin on the table for 2% accuracy. Fix: Claude draft + tech review on

drive to next job.

Ignoring Dispatch Pro Suggestions — Dispatch Pro knows tech location, job duration,

drive time, and sequencing. Using it cuts drive time 20–30%. Most shops still dispatch

manually. Fix: Enable Dispatch Pro, train team, use Claude to auto-rank. Result: +1–2 jobs/

day per tech.

Case Study: 8-Tech HVAC Shop, $2M Revenue

Family HVAC, 8 techs, $2M revenue, 18% close rate, leaving $300K+ on the table annually.

Deployed Goodcall + Claude Pro + Salesmsg + Jobber Dispatch Pro in May 2025.

3-month emergency season results: - Emergency capture: 45% → 95% (+50 calls/mo, +

$150K/mo) - Estimate turnaround: 2–3 days → 4–6 hours - Close rate: 18% → 31% (+$72K/mo)

- Billable hours: +1.5 jobs/day per tech - Total 3-mo incremental: +$480K–$720K | Annual

run-rate: +$960K–$1.44M

156× ROI on $268/mo investment. Payback: ~1 week during peak season.

2. 

3. 

1. 

2. 

3. 
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AI answering captures 40–60 emergency calls/month you're losing ($180K–$300K/

year).

20-minute estimates + 4-hour SMS follow-up close 35–45% vs. 15–20% without

follow-up.

Dispatch optimization cuts drive time 20–30%, fits 1–2 extra jobs/day per tech.

3  A C T I O N S

Install Goodcall, integrate with Jobber, write triage script (3 hours).

Create Claude estimate template, test with 10 historical jobs (4 hours).

Enable Jobber Dispatch Pro, build Claude route-ranking prompt (2 hours).

CHAPTER 21: THE PLUMBING VAULT

◆

D I A G R A M  8 B

Plumbing Vault Opener

illustrated chapter divider

Reality Check

Your biggest revenue opportunity is also your biggest operational liability: emergency calls at

11pm, 3am, midnight on holidays.

Missed 24/7 call = $125K/year lost across an 8-person shop ($15–$20K per missed call).

Callback rate of 10–15% erodes 8–12% of margin. Weak lead qualification means you take

every call; competitors triage and convert higher.

• 

• 

• 

1. 

2. 

3. 
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You're not capturing 30–40% of emergency calls. Your close rate is 20–25% (vs. 40–50% with

follow-up). You're not systematizing callbacks. You're not upselling preventive maintenance.

A $2M plumbing shop leaves $300K–$500K on the table annually for exactly these reasons.

Top 10 AI Use Cases (Ranked by ROI)

RANK USE CASE $ IMPACT TOOL STACK DIFFICULTY
TIME TO

DEPLOY

1 24/7 AI Receptionist
+ Triage

$125K–
$252K/yr

Goodcall +
Jobber

Easy 1 week

2 SMS Follow-Up
Sequence

$54K–
$108K/yr

Salesmsg Easy 1 week

3 AI Diagnostics $36K–$72K/
yr

Claude + field
notes

Easy 1 week

4 PM Automation $36K–$72K/
yr

Salesmsg +
email

Easy 1 week

5 Callback Root-Cause $24K–$48K/
yr

Claude + CRM Medium 1 week

6 Leak Detection
Upsell

$18K–$36K/
yr

Claude scripts Easy 1 week

7 Pricing Consistency $12K–$24K/
yr

Claude + job
data

Medium 1 week

8 Workorder Pre-
Population

$9K–$18K/
yr

Zapier +
Claude

Medium 1 week

9 Post-Callback
Coaching

$6K–$12K/
yr

Goodcall +
Claude

Medium 2 weeks

10 Financing Pitch
Prompts

$3K–$6K/yr Claude scripts Easy 1 week
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The Killer Recipe: 11pm Emergency Call → Dispatch

Trigger: Inbound call, anytime. Tools: Goodcall → Jobber.

Goodcall asks: "Is water actively flowing or backed up? Sewage smell?"

Emergency → pages on-call tech within 2 min

Routine → books next-day slot

60–70% of emergencies dispatched within 5 min

Output: 35–50 emergency calls/mo captured. After-hours revenue: +$126K–$252K/year.

Top 3 Prompts (Steal These)

PROMPT 1 — EMERGENCY DISPATCH QUALIFICATION: "Customer says: '[PROBLEM]'.

Respond 1 word: EMERGENCY or ROUTINE. If EMERGENCY, suggest 1 follow-up question to

help dispatch prioritize (water damage risk, etc.)."

PROMPT 2 — Leak Diagnostic: "Tech notes: '[NOTES]'. Top 3 root causes for this leak.

For each: quickest no-tools diagnostic test, what you're looking for, next step if

confirmed."

PROMPT 3 — PM Upsell: "Customer just paid $[AMOUNT] to fix [PROBLEM]. Write a 1-

sentence SMS offering annual maintenance that prevents recurrence. Include benefit +

price + CTA."

KPI Scorecard

METRIC BOTTOM 25% TOP 25% AI-AUGMENTED TARGET

Call capture 40–60% 85–90% 95–100%

After-hours dispatch 0% 40–60% 60–70%

Close rate on estimates 15–20% 30–40% 40–50%

Callback rate 10–15% 5–8% 3–5%

Average order value $600–$800 $800–$1,000 $900–$1,200

PM attach rate 3–5% 8–12% 15–20%

Technician billable utilization 60–70% 80–85% 85–90%

1. 

2. 

3. 

4. 
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If You Only Do 3 Things

Goodcall ($99–$199/mo). Capture 35–50 calls/month. ROI: 2–3 months. Impact: +$126K–

$252K/year.

Salesmsg ($50/mo) + SMS follow-up. 40–50% close rate (vs. 20–25%). ROI: 2 months.

Impact: +$54K–$108K/year.

Claude diagnostics + upsell prompts. +$200–$400 AOV, -30% callback rate. ROI: 1

month. Impact: +$50K–$100K/year.

3 Common Mistakes

Not Answering After 5pm — You lose 35–50 calls/month. Each missed emergency =

$2.5K–$4K. Goodcall costs $99/mo; break-even is 1 call. Fix: Use Goodcall.

Assuming Follow-Up Is Annoying — 80% of estimates don't close because of no follow-

up, not customer rejection. One SMS ("Ready to schedule?") closes 20–30% more. Fix:

Automate with Salesmsg.

Treating Callbacks as Cost of Business — 10–15% callback rate = 10–15% warranty

cost. Most shops don't track root cause. Fix: Monthly Claude analysis (1 hr/month). Result:

-30–50% callback rate.

Case Study: Bonney Plumbing (Sacramento, multi-
location)

Bonney layered AI call handling on their human CSR team — triaging inbound volume,

capturing lead details, booking recurring service, and routing real emergencies to live agents.

Results: Net new appointments captured that previously hit voicemail. CSRs freed to handle

high-empathy calls. Faster after-hours response. Higher booking rate per inbound lead because

AI follows the script every time — even at 11 PM Saturday.

Why this matters to you: You don't need Bonney's fleet. You need their answer rate. The

same Goodcall stack is available to you for $99–$199/mo.

STAT: When a water heater fails, 80% of customers call 3 companies in 10 minutes.

Whoever answers first wins.

1. 

2. 

3. 

1. 

2. 

3. 
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Goodcall captures 35–50 emergency calls/month; ROI breaks even in 1–2 calls.

SMS follow-up lifts close rate from 20–25% to 40–50%.

Monthly callback analysis prevents 30–50% of recurring issues.

3  A C T I O N S

Set up Goodcall, integrate with Jobber, write triage questions (3 hours).

Create Salesmsg templates for 3-touch follow-up (2 hours).

Schedule monthly Claude callback analysis (30 min setup + 1 hr/month ongoing).

CHAPTER 22: THE ELECTRICAL VAULT

◆

D I A G R A M  8 C

Electrical Vault Opener

illustrated chapter divider

Reality Check

You're being commoditized. Perception of quality comes from speed, professionalism, and

follow-up. Your average estimate takes 45 minutes to 2 hours on-site. Competitors are quoting

8–12 jobs per day (AI + mobile estimating). They're closing 40–50%; you're closing 20–25%

because you're not following up within hours—you're sending email 3 days later.

Labor costs rise. Parts inflation is real. Your margin is squeezed by: estimate time (you spend

60–90 minutes when AI takes 20), quoting capacity (limited to 2–3 quotes/day), and follow-up

(60% of shops don't follow up; 40% that do get 40–50% close rate).

• 

• 

• 

1. 

2. 

3. 
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A mid-size 12-person electrical shop is leaving $1.6M–$2.3M on the table annually by not

scaling quoting velocity.

Top 10 AI Use Cases (Ranked by ROI)

RANK USE CASE $ IMPACT TOOL STACK DIFFICULTY
TIME TO

DEPLOY

1 AI Estimate
Generation

$180K–
$300K/yr

Claude + photo
recognition

Easy 2 weeks

2 SMS Follow-Up $36K–
$72K/yr

Salesmsg Easy 1 week

3 Mobile
Dispatching

$21K–
$42K/yr

Jobber Dispatch
Pro

Medium 1 week

4 Commercial
Takeoff

$18K–
$36K/yr

Claude +
blueprints

Medium 2 weeks

5 Post-Estimate
Sequence

$12K–
$24K/yr

Email + SMS Easy 1 week

6 Pricing
Consistency

$12K–
$24K/yr

Claude Medium 1 week

7 Upsell Prompting $12K–
$24K/yr

Claude scripts Easy 1 week

8 Commercial RFP
Response

$6K–$12K/
yr

Claude templates Medium 2 weeks

9 Safety
Compliance

$3K–$6K/yr Claude +
checklists

Medium 2 weeks

10 Labor Cost
Forecasting

$2K–$4K/yr Claude + job data Hard 1 week

The Killer Recipe: Onsite Photos → AI Estimate → Same-
Day Quote

Trigger: Tech on-site. Tools: Photos → Claude → Jobber → Salesmsg.

Tech takes 3–5 photos (panel, workspace, conduit runs)1. 
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Claude analyzes photos → line-item estimate in 20 min

Tech presents on the spot; if accepted, books install

Salesmsg sends PDF link via SMS within 4 hours

24-hr SMS follow-up: "Ready to move forward?"

Output: Quoting velocity 2–3 jobs/day → 8–12 jobs/day. Close rate 20–25% → 40–50%.

Estimate time −89%.

Top 3 Prompts (Steal These)

PROMPT 1 — PANEL UPGRADE ESTIMATE: "Photo + notes: '[NOTES]'. Current:

[AMPS] amps, [YEAR]. Need: [E.G., 'add 8 circuits for EV']. Line items: panel,

breakers, conduit/wire, labor @ $85/hr, permits, total."

PROMPT 2 — Commercial TI Takeoff: "Blueprint scope: [DESC]. Specs: [E.G., '200A, 40

outlets, 20 switches']. Estimate: panel/breakers, conduit, wire, devices, labor @ $95/

hr, tax/permits. Format: Item | Qty | Cost."

PROMPT 3 — EV Charging Upsell: "Customer just booked panel upgrade ($5,500). EV

charger upsell: cost to customer + our margin. Likelihood they'd add (%)? Draft 1-

sentence pitch."

KPI Scorecard

METRIC
BOTTOM

25%
TOP 25%

AI-AUGMENTED

TARGET

Estimate time (hours) 1.5–2.0 0.5–1.0 0.3–0.5

Quotes per technician/day 2–3 4–6 8–12

Close rate on estimates 15–20% 30–40% 40–50%

Average order value $1,500–
$1,800

$2,000–
$2,200

$2,500–$3,200

Estimate accuracy 85–90% 92–96% 97–99%

Commercial bid response
time

3–5 days 1–2 days Same-day

Technician billable utilization 65–75% 80–85% 85–90%

2. 

3. 

4. 

5. 
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If You Only Do 3 Things

Claude Pro + estimate template ($20/mo). 90min → 20min per estimate; quoting

velocity 2–3 → 8–12 jobs/day. ROI: 2 months. Impact: +$180K–$300K/year.

Salesmsg follow-up ($50/mo). 20–25% close rate → 40–50%. ROI: 1 month. Impact: +

$36K–$72K/year.

Jobber Dispatch Pro ($99/mo add-on). +1–2 estimates/day per tech via route

optimization. ROI: 3 months. Impact: +$21K–$42K/year.

3 Common Mistakes

Spending 2 Hours on Accuracy When AI Is 98% in 20 Minutes — You're leaving

money on the table. Same-day quote closes at 40–50%; 3-day quote closes at 15–20%.

You're trading 2% accuracy for -50% close rate. Fix: Claude estimate + tech review on drive

to next job.

Not Following Up Estimates — 40% of shops follow up; they close 40–50%. 60% don't;

they close 15–20%. One SMS ("Ready to schedule?") sent 4 hours after quoting closes 20–

30% more deals. Fix: Automate with Salesmsg.

Competing on Price Instead of Speed + Professionalism — You're in a commoditized

market. Price matters but speed and perception matter more. Same-day quote from a

professional firm closes better than a 3-day quote at 10% cheaper. Fix: Invest in speed (AI

estimates) + follow-up (SMS) + appearance.

Case Study: Mister Sparky Houston — 25% Average
Ticket Lift

Mister Sparky Electrician's Houston operation deployed Rilla — an AI sales coach that listens to

in-home sales conversations and gives reps line-by-line feedback. General Manager John

Whitfield's words: "I don't know of anything I've ever used before that has increased an

average ticket by 25%."

Why this works: Most electrical reps lose deals at the same 3 moments — diagnosis

explanation, scope reframe, and the close. AI coaching catches these in every call and trains

the rep mid-week, not at quarterly reviews. Source: rilla.com case study.

Bonus Reference: Starr Electric (Drawer AI)

Starr Electric used Drawer AI for takeoff on a hospital Cancer Center build — 2,600+ fixtures. 

Result: 70% time reduction on takeoff vs. manual. Source: drawer.ai case study.

1. 

2. 

3. 

1. 

2. 

3. 
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AI estimates cut time from 90 minutes to 10 minutes; quoting velocity 2–3 → 8–12

jobs/day.

Same-day SMS follow-up closes 40–50% vs. 15–20% for delayed follow-up.

Dispatch optimization fits 1–2 extra estimates/day from existing labor.

3  A C T I O N S

Create Claude estimate template, test with 10 historical jobs (4 hours).

Build Salesmsg follow-up sequence (1 hour).

Enable Jobber Dispatch Pro, train team (2 hours).

CHAPTER 23: THE ROOFING VAULT

◆

D I A G R A M  8 D

Roofing Vault Opener

illustrated chapter divider

Reality Check

Response time is conversion. First-responder in the first 5 minutes converts at 21x the rate of a

4–6 hour response. During hail or storm season, your phone rings constantly; every missed call

= $5K–$10K in lost margin.

• 

• 

• 

1. 

2. 

3. 
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Missed call during peak season = $5K–$10K margin loss per call. Hail season: 15–50 calls/day

for 3–4 months = $300K–$2M in seasonal revenue at stake. Response time: <5 min = 75–85%

close rate (insurance claims); 4–6 hrs = 40–50% close rate.

A $3M roofing shop running 8 crews during peak season loses $300K–$900K annually just from

missed calls and poor follow-up.

Top 10 AI Use Cases (Ranked by ROI)

RANK USE CASE $ IMPACT TOOL STACK DIFFICULTY
TIME TO

DEPLOY

1 24/7 AI Answering
+ Triage

$300K–
$900K/yr

Goodcall +
Jobber

Easy 1 week

2 Drone Assessment $72K–
$144K/yr

Hover +
Claude

Medium 2 weeks

3 Insurance Claims $36K–$72K/
yr

Claude +
templates

Easy 1 week

4 SMS Follow-Up +
Solar

$300K–
$600K/yr

Salesmsg Easy 1 week

5 Retail Follow-Up $72K–
$144K/yr

Email + SMS Easy 1 week

6 Route Optimization $24K–$48K/
yr

Claude +
Jobber

Medium 1 week

7 Financing Pitch $18K–$36K/
yr

Claude scripts Easy 1 week

8 Insurance
Positioning

$12K–$24K/
yr

Claude scripts Easy 1 week

9 Portfolio Upsell $6K–$12K/
yr

Claude
database

Medium 1 week

10 Callback Prevention $3K–$6K/yr Salesmsg Easy 1 week
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The Killer Recipe: Storm Event → Triage → Insurance vs.
Retail → Dispatch

Trigger: Hail hits, 15–50 calls/hour spike. Tools: Goodcall → Jobber.

Goodcall answers every call in <20 sec

Asks: "Insurance? Can you send photos?"

Insurance → priority queue, estimate within 24 hrs

Retail → out-of-pocket queue, estimate within 48 hrs

Routes to dispatcher with lead pre-qualified

Output: 100% capture (vs. 40–60%). Seasonal revenue: +$300K–$900K captured that would

have gone to voicemail.

Top 3 Prompts (Steal These)

PROMPT 1 — INSURANCE CLAIM TRIAGE: "Customer: [PROBLEM]. Climate: [CLIMATE].

Roof age: [YEARS]. Damage: [TYPE]. Give: coverage likelihood (%), deductible estimate,

next steps."

PROMPT 2 — Solar Upsell Positioning: "Roof replacement: [AMOUNT]. Customer: [AGE, HOME

VALUE, ELECTRICITY USAGE]. Solar upsell likelihood (%)? System size? ROI messaging in

2 sentences."

PROMPT 3 — Storm Outreach to Past Customers: "Hail just hit [AREA]. Draft SMS to past

customers: 'We're assessing damage. Free inspection — insurance usually covers.'

Include CTA."

1. 

2. 

3. 

4. 

5. 
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KPI Scorecard

METRIC BOTTOM 25% TOP 25% AI-AUGMENTED TARGET

Call response time 4–6 hrs 30–60 min <5 min

Insurance close rate 50–60% 75–80% 85–95%

Retail close rate 15–25% 30–40% 40–50%

Solar attach rate 0–5% 10–15% 15–25%

Average order value $5.5K–$7K $7.5K–$9K $8.5K–$12K

Estimate turnaround 2–4 hrs 45 min–2 hrs 30 min

Seasonal revenue capture $300K–$600K $1.5M–$2.5M $2M–$4M

If You Only Do 3 Things

Goodcall ($199/mo). Capture 40–60 calls/day during hail. ROI: 1–2 weeks. Impact: +

$300K–$900K seasonal.

Hover + Claude drone estimates. 30-min estimates, 99% accuracy, drone confidence

factor. ROI: 4 weeks. Impact: +$72K–$144K/year.

Salesmsg + solar upsell. 15–25% solar attach, +$15K–$30K per job. ROI: 4 weeks.

Impact: +$300K–$600K/year.

3 Common Mistakes

Not Answering During Hail — 40–60 calls/hour; voicemail is full. You lose 40–60% of

calls. Each = $5K–$10K. Goodcall captures 100%. Cost: $199/mo; break-even: 1 call. Fix:

Use Goodcall.

Taking 2–4 Hours on Estimate When Drone Cuts to 30 Minutes — Drone + Hover +

Claude = 30 min with 99% accuracy. You're trading speed for accuracy; speed wins. Fix:

Drone + Hover + Claude.

Not Following Up Retail Estimates — 60% don't follow up; close 15–25%. 40% do; close

40–50%. One SMS on Day 3 closes 20–30% more. Fix: Automate with Salesmsg.

1. 

2. 

3. 
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Case Study: DaBella — +$2M Profit From One Tool

DaBella (one of the largest residential exterior remodelers in the U.S., hundreds of reps) had

reps climbing ladders, hand-sketching, re-typing numbers into proposal software. Every minute

on the math was a minute not in front of a homeowner.

Adopted: Hover — smartphone photos → 3D measured roof model in minutes.

Results: +$2M increase in profit. Faster quote turnaround. Higher in-home close rates

(homeowner sees 3D model of their actual house). Fewer change orders. More appointments

per rep per day.

Why this matters to you: Hover is available to operators with one truck. The gap between

$1.5M and $4M roofers isn't the work — it's the speed and accuracy of the proposal. That

gap closes with one tool.

T L ; D R

Goodcall captures 40–60 emergency calls/day during peak season.

Drone + Claude cuts estimate time from 2–4 hours to 30 minutes.

Solar upsell + follow-up lifts AOV from $6.5K to $9.2K–$12K.

3  A C T I O N S

Install Goodcall, integrate with Jobber, write triage script (3 hours).

Set up Hover API integration, build Claude damage-assessment prompt (4 hours).

Create Salesmsg solar upsell + follow-up templates (2 hours).

• 

• 

• 

1. 

2. 

3. 
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CHAPTER 24: THE GENERAL CONTRACTING VAULT

◆

D I A G R A M  8 E

General Contracting Vault Opener

illustrated chapter divider

Reality Check

You're bleeding margin throughout the project lifecycle. Your problem isn't pricing—it's

visibility.

Estimate time: 6–8 hours per project. Cost overruns: 35–45% of projects exceed budget (you

discover at closeout). Schedule delays: 30–40% overrun by >2 weeks (you discover at punch

list). Margin erosion: 6–10% (vs. top 25% at 12–16%).

A mid-size GC firm ($8.5M revenue, 12 concurrent projects) leaves $80K–$600K annually on

the table because: estimate takeoff takes 6–8 hours (best firms: 20–30 min), you don't see cost

overruns until closeout (should know by week 2), schedule delays aren't tracked until punch

list (should know immediately), subcontractor variance isn't audited (leaving 3–5% margin on

table).
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Top 10 AI Use Cases (Ranked by ROI)

RANK USE CASE $ IMPACT TOOL STACK DIFFICULTY
TIME TO

DEPLOY

1 Blueprint Takeoff $120K–
$240K/yr

Togal.AI or
Buildxact

Medium 2 weeks

2 Schedule Risk
Tracking

$60K–
$120K/yr

Claude + Jobber Easy 1 week

3 RFI/Submittal
Automation

$36K–$72K/
yr

Claude
templates

Easy 1 week

4 Sub Bid Analysis $24K–$48K/
yr

Claude +
spreadsheet

Medium 1 week

5 Change Order
Impact

$18K–$36K/
yr

Claude Easy 1 week

6 Daily Site Report $12K–$24K/
yr

Claude + photos Easy 1 week

7 Sub Performance $9K–$18K/
yr

Claude analytics Easy 1 week

8 Material
Procurement

$6K–$12K/
yr

Claude
monitoring

Easy 1 week

9 Punch List +
Closeout

$6K–$12K/
yr

Claude + photos Easy 2 weeks

10 Budget
Forecasting

$3K–$6K/yr Claude + QB Medium 1 week

The Killer Recipe: Blueprints → AI Takeoff → Bid
Submitted in Hours, Not Days

Trigger: Architect releases blueprints. Bid deadline in 5 days.
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The Flow: 1. Upload PDF blueprints → Togal.AI or Buildxact Blu ($120/mo) 2. AI performs

takeoff: quantities, labor hours, sub scope breakdown in 20–30 minutes (vs. 6–8 hours

manual) 3. Estimate exports to Jobber with line items pre-populated 4. Claude Pro drafts

subcontractor RFQs from scope breakdown — one prompt per trade (framing, MEP, finishes) 5.

Bid submitted 3 days early with higher accuracy

The Result: Estimate turnaround 6–8 hrs → 20–30 min (-89%). Quote velocity 2–3/month → 6–

8/month (+200%). At 25% win rate × $350K avg job = +$262K–$437K/month in

incremental pipeline.

Why this is the killer: Estimate time is the GC capacity constraint. Doubling bid volume

without adding estimators is a structural margin shift.

Top 3 Prompts (Steal These)

PROMPT 1: BLUEPRINT TAKEOFF SANITY CHECK "Project: [2-story office, 20K

SF]. Togal output attached. Verify line-item takeoff: (1) excavation, (2) foundation,

(3) framing, (4) roof, (5) exterior, (6) interior, (7) MEP rough-in, (8) finishes.

Flag any item where Qty seems off by >15% vs. industry benchmark for this SF and use

type. Format: Item | Togal Qty | Benchmark | % Variance | Flag (Y/N)."

PROMPT 2: Sub Bid Comparison "Framing RFQs: [BID 1, BID 2, BID 3]. Scope: [SCOPE].

Compare on: price, schedule risk, scope completeness, change-order history. Recommend:

(1) lowest-risk pick, (2) lowest-price pick, (3) best-value pick. Flag any bid with

missing scope items vs. RFQ."

PROMPT 3: Schedule Risk Early Warning "Project status (week [X]): [% complete vs.

schedule]. Risks: [weather, sub delay, material shortage]. Pending change orders:

[COUNT]. Forecast: on-time or overrun? If overrun risk, give me 3 corrective actions

ranked by cost-to-execute."
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KPI Scorecard

METRIC BOTTOM 25% TOP 25% AI-AUGMENTED TARGET

Estimate time (hours) 6–8 2–4 0.5–1.0

Quotes per month 2–3 4–6 6–8

Estimate accuracy 85–90% 92–96% 97–99%

Cost overrun projects 30–45% 10–15% 5–10%

Schedule overrun projects 30–40% 10–20% 5–10%

Gross margin 6–10% 12–14% 12–16%

Closeout time (weeks) 4–6 2–3 1–2

If You Only Do 3 Things

Togal.AI or Buildxact Blu ($120/mo). 6–8 hrs → 20–30 min per estimate; 2–3 → 6–8

quotes/month. ROI: 8–12 weeks. Impact: +$80K–$200K/year.

Claude schedule tracking ($20/mo). Catch overruns 2–4 weeks early; prevent $60K–

$600K delay costs. ROI: 4 weeks. Impact: +$60K–$600K/year.

Claude sub bid analysis + scorecard ($20/mo). Better sub selection; reduce change

orders. ROI: 8 weeks. Impact: +$30K–$120K/year.

3 Common Mistakes

Spending 6–8 Hours on Estimate When AI Does 98% in 20 Minutes — You can only

bid 2–3 projects/month; best firms bid 6–8. You're trading 2% accuracy for -75% bidding

capacity. Fix: Use Togal; you'll bid 3x more projects = +$240K–$600K.

Discovering Cost Overruns at Closeout (Too Late) — You don't see variance until final

reconciliation. If you knew at week 2, you could course-correct. Fix: Weekly status input +

Claude risk tracking ($20/mo). Saves: +$60K–$600K/year.

Not Tracking Sub Performance (Repeat Bad Subs) — You hire the same problem subs

because you don't track. Fix: Monthly scorecard (1 hr/month). Result: Fewer delays, fewer

change orders.

1. 

2. 

3. 

1. 

2. 

3. 
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Case Study: Coastal Construction — $1M/Year From AI
Takeoff

Coastal Construction adopted Togal.AI for blueprint takeoff. Reported result: $1M annual cost

savings and 14.5 hours saved per plan set. Source: togal.ai case study.

The math any operator can run: At 12 concurrent projects and 14.5 hours saved per plan set,

that's ~175 estimator hours/month back to the business. At $75/hr loaded cost, that's ~$13K/

month in pure labor recovery — before counting the deals you win because you can bid 3x

more projects.

Bonus Reference: Total Flooring + NC Painting

Total Flooring Contractors won a 30-story high-rise contract in <48 hours using Togal AI

takeoff — bid speed that competitors couldn't match.

NC Painting went from 19 bids/month to 60 bids/month in under 60 days after adopting

Togal. Same crew, 3x more shots on goal.

Source: togal.ai case studies.

Why this matters to you: The gap between a $3M GC and a $10M GC isn't crew quality —

it's bid volume. Same estimators, 3x more bids out the door. That's the entire game.

T L ; D R

AI takeoff cuts estimate time from 6–8 hours to 20–30 minutes; quoting velocity 2–3

→ 6–8 jobs/month.

Weekly schedule tracking catches overruns 2–4 weeks early (before expensive

course-correction needed).

Sub performance scorecard identifies problem subs; reduces change orders +

delays.

• 

• 

• 
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3  A C T I O N S

Upload 5 historical blueprints to Togal, train team (4 hours).

Build Claude schedule risk-tracking prompt, integrate with Jobber (2 hours).

Create monthly sub scorecard, automate with Zapier (2 hours).

1. 

2. 

3. 
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SUMMARY: TRADE-SPECIFIC
VAULT BENCHMARKS

HVAC: Goodcall + Claude estimates + Salesmsg = +$288K–$492K/year (1–2 month payback).

KPI moves: emergency capture +40%, close rate +20–25%.

Plumbing: Goodcall + SMS follow-up + diagnostics = +$230K–$460K/year (1–3 month

payback). KPI moves: call capture +35–50 calls/month, close rate +20–25%.

Electrical: Claude estimates + Salesmsg + dispatch = +$237K–$414K/year (1–2 month

payback). KPI moves: estimate time -89%, quotes per day +200–400%.

Roofing: Goodcall + drone + solar upsell = +$672K–$1.644M/year (2–4 week payback during

hail season). KPI moves: call capture 100%, solar attach +15–25%.

General Contracting: Togal.AI + schedule tracking + sub analysis = +$170K–$920K/year (2–

8 week payback). KPI moves: estimate time -89%, quotes per month +200–400%.

Common Theme Across All Trades: Capture (don't lose calls) + Conversion (follow-up) +

Optimization (route/dispatch) = 200–500% ROI in first year.
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Page 91 — Part 5 Divider (Visual Spec)

◆

D I A G R A M  5

Full

page visual divider — "Implementation & Roadmap" in 48pt bold deep blue (#0F3D6D).

Geometric background: 3-column vertical lines representing 30/60/90 timeline. Accent color:

orange rule on left edge. Cream background. Author credit bottom right: "Keegan Sicard, Your

Time.md"

CHAPTER 25: THE 30/60/90 DAY PLAN

WEEK-BY-WEEK ROADMAP

You've got the workflows. Now comes the hard part: actually doing them.

This calendar removes guesswork. Pick your first action, block 15 minutes tomorrow, and start.

◆

D I A G R A M  5 A

30/60/90 Implementation Calendar

Three columns (30 days / 60 days / 90 days), 5–7 colored boxes per column. Color coding: Red

= critical path, Orange = high-priority, Blue = optional scaling. Each box contains action +

time estimate. Example: "Week 1: Pick LLM (ChatGPT or Claude Pro) — 5 min setup."
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THE CALENDAR: WEEK BY WEEK

WEEK 1: CHOOSE YOUR FOUNDATION (30 min total) - Pick your LLM: Claude Pro ($20/mo)

or ChatGPT Plus ($20/mo). Both work. Claude is better for long docs; ChatGPT has web search.

Pick one, sign up, test with one prompt from your trade vault. (10 min) - Set up voice dictation:

Download Wispr Flow ($15/mo), install on your main device, practice one voice memo. (10 min)

- Audit missed calls: Count how many calls you missed in the last week. (This is your baseline.)

(5 min) - Open this PDF on your phone. Bookmark the relevant trade vault. (5 min)

WEEK 2: DEPLOY YOUR AI RECEPTIONIST (2-3 hours) - Sign up for Goodcall AI

receptionist ($59-$199/mo depending on tier). - Configure the system: basic hours, voicemail

greeting, auto-reply text message. - Make 3 test calls from another phone. Does it answer?

Does it get the info? (1 hour) - Train your team on how the system works (10 min). - Go live.

(This is the single highest-ROI action in this calendar.)

WEEK 3: AUTOMATE REVIEW RESPONSES (2 hours) - Use the Review Responder prompt

from your trade vault (p. XX). - Write your first 5 AI-powered reviews. Fine-tune the tone. - Set

up Zapier trigger: new Google review → send prompt to email → you approve + post. -

Measure: How much time did 5 reviews take (AI + human review)? Multiply by 4 for a month's

savings. (Week 3 win: 60 min → 15 min per 5 reviews = 45 min saved per batch)

WEEK 4: BUILD YOUR FIRST SOP (3-4 hours) - Pick ONE process your team repeats weekly

(e.g., "On-site estimate," "Follow-up text sequence," "Invoice creation"). - Record a voice memo

explaining how YOU do it (5-10 min recording). - Paste the transcription into Claude with this

prompt: "Turn this voice memo into a step-by-step SOP. Include decision trees for common

edge cases. Format as a one-pager." - Review the output. Edit. Share with team. Done. (This is

proof that you can operationalize your brain.)

WEEKS 5-8: ESTIMATING & PROPOSAL AUTOMATION (8-10 hours) - Implement your

trade-specific estimate flow (see Ch. 14 + trade vault). - If roofing: Hover or EagleView for

photos → AI analysis → estimate PDF. - If HVAC/Plumbing: Blueprint or sketch → Togal.AI →

materials + labor + quote. - If all trades: Claude with supply costs → estimate template → PDF

sent to customer. - Track: How long were estimates taking? How long now? (Target: 60-70%

time reduction by Week 8.) - Once working: Automate proposal send via Zapier → customer

text with PDF link + payment link.

WEEKS 9-12: DISPATCH OPTIMIZATION & SCALING (10-15 hours) - If using Jobber/

ServiceTitan: Set up AI dispatch optimization (routing, tech-to-job matching). - If not: Build

Zapier automation: Morning standup job list → Claude analyzes → optimal route suggestions →

team text at 6 AM. - Implement hiring AI: Resume screening prompt (Ch. 18) for new

applicants. - Implement financial ops: Invoice reminder automation (Zapier + Salesmsg) for

outstanding A/R. - Measure: % of jobs dispatched optimally. Average jobs/tech/day. Invoice days

outstanding.
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TL;DR (30/60/90 QUICK REFERENCE)

DAY DELIVERABLE TIME ROI

Day 1-7 LLM chosen, voice dictation working, call
baseline measured

30 min $0 (measurement phase)

Day
8-14

AI receptionist live and handling after-hours
calls

2-3 hr $500-2K (recovered
missed calls)

Day
15-21

Review response automation deployed 2 hr $300-600/mo (time saved)

Day
22-28

First SOP documented + team trained 3-4 hr $1-2K (repeatable
process)

Day
29-60

Estimate automation 60% faster; proposal
pipeline live

8-10 hr $3-5K (time + captured
leads)

Day
61-90

Dispatch optimization + hiring AI + financial
ops live

10-15
hr

$8-15K (efficiency +
staffing)

3 ACTIONS THIS WEEK

Pick your LLM and sign up. (5 min) 

Download Wispr Flow and record one voice memo. (10 min)

Count your missed calls from the last week. Write the number down. (5 min)

CHAPTER 26: THE OPERATOR'S KPI SCORECARD

You can't improve what you don't measure. This scorecard is your weekly dashboard.

Print it. Stick it on your wall. Every Sunday, fill in the 7 numbers.

1. 

2. 

3. 
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THE 7 NUMBERS YOU WATCH WEEKLY

KPI DEFINITION
WHERE TO

MEASURE

TARGET (BY

MONTH 3)
WHY IT MATTERS

Booking
Rate

Leads received →
appointments
booked (%)

Google review
form OR CRM
intake

75%+ If 10 leads land, 7.5+
are on your calendar.
Goodcall + follow-up
automation drives
this.

AOV
(Average
Order
Value)

Total revenue ÷ #
jobs closed

Invoices in
accounting

+15-20% YoY Estimates → proposals
→ upsells. AI increases
perceived value.

Lead
Response
Time

Seconds from
inbound lead to
first human
response

CRM call/text
timestamp

<60 sec
(Goodcall
does 10–30
sec)

21x higher chance of
conversion at 5 min
response. Goodcall +
Zapier automation
fixes this.

Review
Velocity

# new Google/Yelp
reviews per week

Birdeye OR
native GBP

4-6 new
reviews/week

Reviews = leads +
credibility. AI
responses boost star
ratings.

Dispatch
Efficiency

Avg # jobs per
technician per day

ServiceTitan
OR manual
count

+15-25% (AI
routing)

This is a productivity
multiplier. 1 dispatcher
manages 20 techs
instead of 12.

Gross
Margin

(Revenue – COGS)
÷ Revenue (%)

Accounting
software

+3-5% (auto
invoicing
reduces
dispute)

Missed invoices =
margin leaks. AI
follow-up cuts AR days
outstanding by 40%.

Owner
Hours/Week

Hours you spend
on operations (not
billable)

Time log OR
calendar

-20-30% by
month 2

This is the whole point.
Measure it. Report it.
Use it to hire + scale.

PRO TIP: Create a Google Sheet with these 7 metrics. Update every Sunday for 12 weeks.

Plot the trend line. Share with your team monthly. People improve when they see the graph

moving.
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WHY EACH METRIC MATTERS

Booking Rate → Goodcall captures after-hours leads; SMS follow-up sequences convert

hesitant prospects. By Week 6, 75% of leads = appointment booked.

AOV → AI estimates are more credible (detailed, fast); proposals highlight upsells; team

doesn't discount aggressively. Result: +15-20% average job value.

Lead Response Time → The Velocify stat is proven: <1 min = 4.91x higher conversion.

Goodcall does 10–30 seconds automatically.

Review Velocity → AI review responses get flagged as "helpful" by Google. Your review count

compounds. Each new review drives 3-5% more inbound.

Dispatch Efficiency → A1 Garage proved it: 1 dispatcher per 20 techs (vs. 12) = 67%

efficiency gain. AI routing + load-balancing = $50K+ salary savings.

Gross Margin → Invoicing friction = unpaid invoices. Salesmsg + Zapier automation cuts

outstanding A/R by 40%. That's pure margin recovery.

Owner Hours → This is the real KPI. Measure it ruthlessly. If you're still working 50 hrs/week on

operations in month 3, something broke.

TL;DR (THE SCORECARD)

Print this, fill it weekly, celebrate the wins.

3 ACTIONS THIS WEEK

Create a Google Sheet with the 7 KPIs. (5 min)

Baseline all 7 numbers this Sunday. (30 min)

Share the scorecard with your team. Tell them the targets. (10 min)

CHAPTER 27: 12 COMMON MISTAKES

You've read this far. Here's what kills operators who actually try:

Picking too many tools at once. You don't need Goodcall + Vapi + Bland + 3

automation platforms. Pick ONE phone system, ONE LLM, ONE automation platform. Master

each. (Typical fail: $500/mo in tools used 20% each.)

Skipping voice dictation. Wispr Flow is $15/mo and the single biggest unlock in this

whole book. Skip it, you're stuck typing emails forever. Use it, everything else gets faster.

(Typical win: 5-10 hrs/week saved in the first month.)

1. 

2. 

3. 

1. 

2. 
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Not building SOPs before automation. "I'll automate once I know how I do it." Wrong.

Write the SOP first (voice memo → Claude). Then automate it. (Typical fail: automating a

broken process 10x faster.)

Automating the wrong process. You have 168 hours/week. AI should handle the bottom

80%—admin, scheduling, follow-up, invoicing. NOT customer relationships, technical

decisions, complex negotiations. (Typical fail: trying to use AI for client discovery calls.)

Not measuring the ROI. "We got Goodcall, calls are better." What? How many new jobs?

What's the revenue? If you can't quantify it, you won't stick with it. Use the scorecard.

(Typical fail: tool subscription used, results unmeasured, support cut after 2 months.)

Insufficient team training. You implement Goodcall. Your team still answers calls

because they didn't know the system existed. Or they disable it after one "weird" response.

(Typical fix: 30-min team demo + one-pager SOP + weekly check-in for two weeks.)

Picking the wrong LLM for your brain. Claude is better for long-form writing (proposals,

emails). ChatGPT is better for quick Q&A + web search. Operators pick the wrong one, get

frustrated, give up. (Typical fix: Try both free for a week. Pick the one that makes you say

"wow.")

AI voice agent set to too-ambitious scripts. "I'll have the AI agent close the sale." No.

The AI agent books the call. A human closes. Overly ambitious AI scripts confuse customers

+ increase hang-up rates. Keep scripts simple. Escalate complexity to humans. (Typical fail:

fancy agent → 40% hang-up rate → "AI doesn't work")

Forgetting the human touch. Every workflow I've described needs a human approval +

personalization layer. "Send estimate automatically" + "Send with owner's name +

personal note." The AI drafts; you approve. (Typical fail: bot-like interactions → customer

complaints → lose trust.)

Hiring the wrong person to "manage AI." You don't need an AI specialist. You need

someone who's detail-oriented, wants to improve processes, and isn't afraid to test new

tools. That's your CSR or dispatcher. Not an MBA. (Typical fail: hire expensive "AI

consultant," get paralyzed by options.)

Expecting ROI in Week 1. Implementation takes 4-12 weeks depending on complexity.

Week 1 is setup. Week 4 is first wins. Week 8 is momentum. Operators who expect Day 5

results quit on Day 4. (Typical fix: Lower expectations. Celebrate setup as progress.)

Not building team ownership. "I implemented this AI system. I'm the only one using it."

Wrong. Build buy-in: Show your team the time savings. Let them name the AI agent.

Celebrate wins publicly. AI is a team sport. (Typical fix: 15-min team huddle on

implementation wins every 2 weeks.)

3. 

4. 

5. 

6. 

7. 

8. 

9. 

10. 

11. 

12. 
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WATCH OUT: The single biggest failure pattern is #5 + #11 combined. "We tried AI, it's too

hard, we gave up." What actually happened: Inadequate measurement + unrealistic timeline

expectations. The AI worked; you just didn't measure it + expected magic overnight.

TL;DR

Avoid these 12 and you're in the top 10% of operators trying this. The mistakes aren't hidden.

They're predictable. Learn from others' failures.

3 ACTIONS THIS WEEK

Identify which 1-2 of these 12 you're most vulnerable to. (5 min)

Tell your team about these 12. Ask them to flag if you start sliding into one. (10

min)

Bookmark this chapter. Re-read it monthly. (2 min)

CHAPTER 28: BUILD, BUY, OR HIRE — THE HONEST
DECISION

You have everything in this book to do it yourself. The only real question is whether building it

yourself is the highest-value use of your next 50 hours. Three honest paths.

PATH 1: DIY (BUILD IT YOURSELF)

You implement using this PDF, the prompts, and your own time. ~$120/mo in tool

subscriptions, ~50 hours of work spread over 60 days. Expected recovery: 8–12 hrs/week by

month 3.

Best fit: under $500K revenue, you've built systems before, and friction doesn't bother you.

PATH 2: HYBRID (BUILD IT WITH GUIDANCE)

You implement, but with coaching calls and a community of operators doing the same thing.

Higher completion rate because someone unblocks you when you get stuck. Expected

recovery: 10–14 hrs/week.

Best fit: $500K–$1.5M revenue, you want to learn the system, you value not doing it alone.

1. 

2. 

3. 
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PATH 3: DONE-FOR-YOU (BUILT FOR YOU)

The system gets designed, built, trained, and deployed for your business. Zero implementation

friction. Expected recovery: 15–20 hrs/week by day 45.

Best fit: $750K+ revenue, your hourly rate is $100+, full-team adoption matters.

THE 30-SECOND DECISION

YOUR REVENUE YOUR TIME WORTH YOUR PATH

Under $500K <$50/hr Path 1 (DIY)

$500K–$1.5M $50–100/hr Path 1 or 2

$1.5M+ $100+/hr Path 2 or 3

The math: if you bill $100/hr and DIY takes 50 hours, that's $5,000 in foregone job revenue.

Compare that to any quoted alternative and the decision usually answers itself.

THE UPGRADE PATH

Most operators start at Path 1. If by Week 4 it's not happening, you already know — that's the

signal to look at Path 2 or 3. No wrong starting point.

Page 96 — THE OPERATOR'S PLEDGE

◆

D I A G R A M

FULL-PAGE COMMITMENT DEVICE with signature line
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I, ____, Commit to Reclaiming My
Time

This is my contract with myself. No one else is watching. But I am.

I, _ __ [printed name], operating ______ [business name], commit to the following for the next

90 days:

1. I WILL IMPLEMENT ONE WORKFLOW FROM MY TRADE VAULT
WITHIN 14 DAYS.

Not all of them. One. The one that gets me the most time back or makes the most money.

Because momentum beats perfection. One win pulls the next one with it.

2. I WILL MEASURE MY BASELINE WEEKLY.

Every Sunday, I will fill in the 7 KPIs on the scorecard. I will graph them. I will celebrate the

wins, no matter how small. Measurement is the difference between hope and proof.

3. I WILL TELL MY TEAM WHAT I'M BUILDING.

I won't hide this. I will show them the calendar, the workflows, the time savings. I will ask for

their feedback. I will celebrate their wins in the system. AI is not my secret weapon; it is our

competitive advantage.

4. I WILL STICK WITH A TOOL FOR AT LEAST 30 DAYS BEFORE
DECIDING IT DOESN'T WORK.

Integration friction is real. Most operators abandon tools in week 2 because "it's not working."

Week 2 is setup. I will give each tool a full 30-day trial before deciding its fate.

5. I WILL NOT LET PERFECTIONISM KILL MOMENTUM.

The workflows in this PDF are battle-tested. They don't need my customization. I will

implement the template first. I will customize after it's live. I will not let "it's not exactly how I'd

do it" be the enemy of "we save 5 hours this week."

My commitment is real. My signature is proof.

Signature: ______

Date: ______
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Revenue (so I remember my starting point): $_____

The Workflow I'm Implementing First: _______

My Biggest Operational Leak: _______

The KPI I'm Most Excited to Improve: _______
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APPENDIX A: MASTER TOOL STACK BY REVENUE TIER

TIER 1: $300K–$500K REVENUE (SOLO + PART-TIME HELPER)

Minimum Viable Stack (Monthly Cost: ~$150)

FUNCTION TOOL COST WHY THIS ONE

Voice Dictation Wispr Flow $15 5x faster than typing; works everywhere

Chat LLM Claude Pro $20 Better tone for customer-facing copy; 1M
token context

Automation Zapier $20 100 tasks/month enough for early stage;
easiest learning curve

Phone Answering Goodcall $59 Flat rate, no per-minute shock; built for trades

Estimates Claude (text) OR
Hover (roofing)

$0–20 Use Claude prompts for quick estimates;
Hover if you do roofing photos

Review
Management

Native GBP +
Buffer

$15 Google's built-in tools are free; Buffer
automates social responses

SOP
Documentation

Notion + Claude $10 Cheap + powerful; Claude drafts, Notion
stores

Meeting
Transcription

Fathom (free tier) $0 Unlimited on free plan

TOTAL
MONTHLY

~$150 Non-negotiable. Core loop: capture
(Wispr) → process (Claude) → deliver
(Goodcall + CRM)

Optional Additions (if cash flow allows): - Trainual ($249/mo): Worth it if managing 1+

employees (onboarding ROI pays for itself in 2 weeks) - CapCut Pro ($20/mo): If creating video

testimonials or team training videos - Fathom paid ($100–200/mo): If 5+ calls/week and you

want analytics depth

Realistic ceiling: $250–300/mo for solo with 1 helper
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TIER 2: $500K–$1M REVENUE (3–5 PERSON CREW)

Growth Stack (Monthly Cost: ~$350–450)

FUNCTION TOOL COST WHY THIS ONE

Voice Dictation Wispr Flow $15 Scale across team

Chat LLM Claude Pro $20 Fallback: ChatGPT Plus ($20) for diversity

Automation Make.com $50 60% cheaper than Zapier for equivalent
power; 10K operations/mo

Phone Answering Goodcall
(mid-tier)

$99 Upgrade from $59 if 20+ daily calls; scales
with volume

Estimates Hover +
Claude

$30–50 Hover for roofing/exterior; Claude for HVAC/
plumbing sketches

Dispatch/CRM Jobber $119 Mid-market sweet spot; AI receptionist native
(not bolted on)

Meeting
Transcription

Fathom (free) $0 Free tier generous enough at this scale

Review
Management

NiceJob $100 Single-location friendly; multi-location = add
Birdeye ($299+)

Social Media Buffer $25 Team features unlocked; scheduling + AI
captions

SOP
Documentation

Trainual $249 CRITICAL at this scale; onboarding 3+ people
= Trainual ROI

TOTAL
MONTHLY

~$350–
450

Bottleneck: Jobber + Trainual + estimate
tools are the investment layers.

Decision Points: - Dispatch-heavy business? Jobber (good AI) vs. ServiceTitan (overkill at this

revenue, $300+/mo) - Blueprint takeoffs needed? Togal.AI (~$100–200) for architectural

drawings - Multi-location expansion? Stay NiceJob + native GBP OR add Birdeye ($299/mo) for

reputation at scale

Realistic range: $350–550/mo depending on estimate tool + location count
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TIER 3: $1M–$3M REVENUE (10–25 EMPLOYEES, MULTI-TRUCK
OPERATION)

Enterprise Stack (Monthly Cost: ~$1,500–$2,500)

FUNCTION TOOL COST WHY THIS ONE

Voice Dictation Wispr Flow $15 Single license covers whole team

Chat LLM Claude Max
(20x)

$200 OR 2x Claude Pro ($40) for redundancy;
deeper context for complex analysis

Automation n8n (self-hosted)
+ Zapier

$50–100 n8n handles complex workflows
(unlimited executions); Zapier for simple
triggers

Phone Answering Goodcall (high-
tier) OR Vapi

$99–200 Goodcall if routine calls; Vapi ($0.05–
0.10/min) if 50+ daily calls + custom
logic needed

Estimates Hover + Togal.AI
+ Claude

$100–200 Multi-format capability: SMS photos
(Hover), blueprints (Togal), text (Claude)

Dispatch/CRM ServiceTitan $400–600 NOW justified: Dispatch Pro AI, revenue-
density routing, job forecasting

Meeting
Transcription

Fathom $100–200 Paid tier for analytics depth + team
access

Review
Management

Birdeye $400–600 Multi-location essential; sentiment AI,
competitor tracking

Social Media Buffer or Postiz $50 Upgraded feature access; team
collaboration

SOP
Documentation

Trainual $249 Onboarding 10+ people; critical for
retention + scaling

Accounting QuickBooks
(Intuit Assist)

$130–200 AI agent for categorization, invoicing, A/R
follow-up

TOTAL
MONTHLY

~$1,500–
$2,500

Complexity justified. ROI
measurable at this scale: service-
level gains + margin recovery.
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Strategic Choices at This Tier: - Dispatch optimization: ServiceTitan Dispatch Pro (15–

25% more jobs/tech) >> DIY Zapier + manual routing - Reputation: Birdeye (multi-location)

>> Podium (also has CRM; redundant with ServiceTitan) - Recruiting (if 50+ hires/year):

Paradox (enterprise recruiting AI) OR outsource to recruiter ($5K/yr better ROI) - Accounting:

QuickBooks + Intuit Assist OR Xero (simpler, less AI) OR Booke.ai ($X/mo external service)

Emerging consideration: Avoca (expected Q3 2026) may offer better trade-specific bundling

at this tier.

Realistic range: $1,500–$2,500/mo depending on dispatch choice + hiring volume

APPENDIX B + C: PROMPT LIBRARY INDEX & RESOURCE
LIBRARY

APPENDIX B: PROMPT LIBRARY INDEX

The Top 3 prompts in each Vault chapter are the highest-leverage. Use this index to jump to

what you need.
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CATEGORY CHAPTER KILLER PROMPTS

Lead Capture &
Response

Ch 13 + Vaults SMS Follow-Up · Ghost Win-Back · Lead
Qualification

Estimates & Proposals Ch 14 + Vaults Photo-to-Estimate · Upsell Identifier · Lost-
Estimate Follow-Up

Dispatch & Scheduling Ch 15 + HVAC/
Plumb

Route Optimizer · Tech Assignment · Dispatch
Priority

Customer
Communication

Ch 16 Review Response · Complaint De-escalator ·
Referral Request

Hiring & Onboarding Ch 18 Job Posting · Resume Screener · SOP from Voice
Memo

Financial Ops Ch 19 AR Follow-Up · Margin Analyzer · Cash Flow
Forecast

Marketing & Content Bonus B + Ch 17 Hero Image · Ad Script · Before/After Story

HVAC Ch 20 Emergency Phone Estimate · Dispatch Priority ·
Tech Coaching

Plumbing Ch 21 Emergency Qualification · Leak Diagnostic · PM
Upsell

Electrical Ch 22 Panel Upgrade · Commercial TI Takeoff · EV
Charging Upsell

Roofing Ch 23 Insurance Claim Triage · Solar Upsell · Storm
Outreach

General Contracting Ch 24 Blueprint Takeoff · Sub Bid Comparison · Schedule
Risk

How to use: Pick the prompt that maps to your biggest leak this week. Run it once tonight.

Adapt it tomorrow.
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APPENDIX C: RESOURCE LIBRARY

10 People to Follow (By Tier)

Tier 1: Trade-Specific Operators 1. Tommy Mello (@officialtommymello) — A1 Garage,

700+ employees, dispatch optimization pioneer 2. Joe Crisara (Service MVP Podcast) — HVAC/

plumbing sales coach, 20+ years in trade operations 3. Marcus Sheridan (@MarcusSheridan)

— Contractor marketing expert, "They Ask, You Answer" methodology

Tier 2: Business Systems + AI 4. Alex Hormozi (@alexhormozi) — "Systems > Hustle"

framework, $100M Offers methodology 5. Codie Sanchez (@realcodiesanchez) — Boring

businesses + AI leverage positioning 6. Naval Ravikant (@naval) — Leverage + wealth

philosophy

Tier 3: AI + Automation 7. Allie K. Miller (@alliekmiller) — AI for business professionals,

speed-to-competency framework 8. Justin Welsh (@justinwelsh) — Automation + solopreneur

systems, 80/20 prioritization 9. Sam Parr (@theSamParr) — My First Million podcast, operators

mindset

Tier 4: Automation Tools 10. Nick Saraev (@nicksaraev) — n8n, Make.com automation,

"automation agencies scale to $72K/mo"

5 Podcasts to Subscribe To

Service MVP (Joe Crisara) — 178+ episodes of HVAC/plumbing sales + operations

coaching

Home Service Expert (Tommy Mello) — Dispatch, scaling, contractor interviews

My First Million (Sam Parr) — Business systems, automation, operator mindset

The Next Wave (Greg Isenberg) — AI tools, founder mindset, rapid shipping

AI Podcast (Wes Roth) — Weekly AI tools breakdown, profitability angle for trades

5 Books Worth Reading

"$100M Offers" (Alex Hormozi) — Framework for productizing your service business,

value equation

"DotCom Secrets" (Russell Brunson) — Sales funnel architecture applicable to trade

upselling

"The 7-Power Contractor" (Al Levi) — SOP templates (pre-AI but still gold)

1. 
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"Home Service Millionaire" (Tommy Mello) — Operator narrative, dispatch

optimization case studies

"They Ask, You Answer" (Marcus Sheridan) — Content marketing for trades, buyer

education

5 Industry Reports / Benchmarks

BLS Occupational Outlook (Construction Trades) — Wage trends, growth projections,

labor shortage data

ServiceTitan 2026 AI in the Trades Report — Adoption rates, ROI benchmarks by trade

Service Roundtable Benchmarks — Industry averages (conversion rates, AVG job value,

dispatch efficiency)

Jobber Home Service Trends Report — Operator sentiment on AI, adoption barriers

Housecall Pro AI Receptionist Case Studies — Real ROI data (missed call recovery,

lead velocity)

APPENDIX D: SOURCE CITATIONS INDEX

Every case study and statistic in this playbook is traceable to a primary source. Verify before

adopting.

Research & Benchmarks: - ServiceTitan 2026 AI in the Trades Report — adoption rates and

ROI benchmarks - BLS Occupational Outlook (Construction Trades) — labor shortage data,

wage trends - InsideSales / Velocify Response Time Research — <5 min response = 21x lead

qualification lift - Jobber Home Service Trends Report — operator adoption sentiment

Verified Case Studies (Primary Sources): - Gulfshore Air Conditioning + ServiceTitan

Finn — 53% YoY revenue growth (servicetitan.com/blog/fully-automated-job-of-the-future-

gulfshore-air) - Bonney Plumbing + ServiceTitan Contact Center Pro — missed calls 10%

→ 4%, +11% booking rate (servicetitan.com/blog/success-story-bonney-plumbing-contact-

center-pro) - Riley Plumbing & Heating + ServiceTitan AI Voice Agent — 19% revenue

growth, 75% booking lift, avg ticket $390 → $1,150 (servicetitan.com/blog/webinar-recap-riley-

plumbing-ai-blueprint) - Benjamin Franklin Plumbing CT + Second Look Waterfall AI

Financing — $5M → $10M revenue YoY, +52% approval rate (servicetitan.com/blog/success-

story-benjamin-franklin-plumbing-integrated-financing) - A to Z Dependable Services +

Rilla — 24% revenue lift, 30% avg ticket lift, top rep 50% close rate at $3,500/ticket (rilla.com/

testimonials/a-to-z-dependable-services) - Preferred Home Services + Rilla — rep hit $1M

annual sales, close rate 50% → 71% in 2 months (rilla.com/testimonials/preferred-home-

4. 
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services) - Mister Sparky Houston + Rilla — 25% avg ticket lift (rilla.com/testimonials/

mister-sparky) - Brookstone + Rilla Virtual Ridealongs — coaching capacity 2/week →

30-40/day (7,400% lift) (rilla.com/testimonials/brookstone) - DaBella + Hover — +$2M profit,

+4% close rate (hover.to/blog/how-estimates-improved-dabellas-bottom-line) - Best Choice

Roofing + ServiceTitan — project cycle 41 days → <20 days across 80 locations

(roofingcontractor.com/articles/102049) - Coastal Construction + Togal.AI — $1M annual

cost savings, 14.5 hrs saved per plan set (togal.ai/case-study/coastal-construction-case-study)

- Total Flooring + Togal.AI — won 30-story high-rise contract in <48 hrs (togal.ai/case-

studies) - NC Painting + Togal.AI — bid volume 19/month → 60/month in <60 days (togal.ai/

case-studies) - Starr Electric + Drawer AI — 70% time reduction on Cancer Center takeoff

(2,600+ fixtures) (drawer.ai) - A1 Garage / Tommy Mello — dispatcher ratio improved from

1:12 to 1:20 techs - Rebar.ai HVAC Quotes — 60–70% faster quote generation, 2–3x bid win

rate (news.crunchbase.com)

---

APPENDIX E: HOW TO STAY CURRENT WITHOUT
BURNING OUT

AI moves fast. 90% of what you read is hype. Here's the entire system in one page.

THE 5-QUESTION TOOL FILTER

Before you trial any new tool, score it 1–5:

Solves a problem I have right now?

Non-technical teammate can use it in <30 minutes?

Costs <$100/month?

Integrates with what I already run (Zapier / native)?

Company is 12+ months old with paying customers?

Rule: 4+ YES → trial 2 weeks. 3 or fewer → skip.

THE 4 SOURCES WORTH FOLLOWING

15 minutes a week, total. Skip everything else.

The Rundown AI (rundownai.com) — daily 5-min read, best signal-to-noise.

Ben's Bites (bensbites.co) — practical AI tools for operators.

Lenny's Newsletter (free tier OK) — strategy, not daily noise.
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YouTube tutorials — search [tool name] tutorial  after launch.

THE QUARTERLY STACK REVIEW (1 HOUR, 4×/YEAR)

First Friday of each quarter. Run this:

List every AI tool you pay for + monthly cost + hours/week saved.

Cancel anything you haven't used in 30 days.

Cancel anything where (cost) > (hours saved × $50).

Add max 1–2 new tools to trial.

Pick one automation idea for the next 90 days.

Operators who run this save $200–500/month.

THE 80/15/5 BUDGET RULE

80% — boring proven tools (Claude, Zapier, Goodcall, Salesmsg).

15% — experimentation (1–2 new tools/quarter).

5% — stretch bets (voice agents, browser agents).

RED FLAGS — SKIP THE TOOL IF

Less than 6 months old (unless OpenAI / Anthropic / Google).

Pricing hidden behind "contact sales."

No setup docs findable in 2 minutes.

"AI-powered" but won't tell you which model.

Unsustainable pricing (burning VC, will pivot or die).

3 ACTIONS THIS QUARTER

Calendar your quarterly stack review.

Unsubscribe from AI hype feeds. Keep only the 4 above.

Run your first review this month — expect to cut $200–400/mo.

ABOUT THE AUTHOR

Keegan Sicard is the founder of Your Time, an AI implementation agency for trade businesses

($300K–$3M revenue).

• 

1. 

2. 

3. 

4. 

5. 

• 

• 

• 

• 

• 

• 

• 

• 

1. 

2. 

3. 

AI OPERATOR'S MASTER TEMPLATE 149 your-time-ai.com



Before Your Time, Keegan ran a service-based agency and hit the same wall every operator

hits: he was the bottleneck. Dispatching was manual. Lead follow-up was haphazard. Estimates

went out at 10 PM. Invoicing ate weekends. The business couldn't grow past him.

In 2025, he stopped trying to work harder and started building systems. He layered AI tools —

Claude, Goodcall, Zapier, Jobber, n8n — into every repeatable workflow in the business. He

documented every process. He turned tribal knowledge into prompts, SOPs, and automations.

The result: a business that finally ran without him hovering over it. Estimates went out the

same day. Missed calls dropped to near zero. Office time collapsed from 20 hours/week to

under 5. He got his nights and weekends back without firing anyone.

That's when he realized the gap: trades have access to the same AI tools as SaaS startups, but

no playbook for applying them. No one was translating "Claude API" into "here's how to

automate your estimates." No one was building trade-specific workflows for the operator who's

still answering the phone himself.

So he built this.

Your Time now works with contractors, plumbers, electricians, roofers, and GCs to deploy

systems, AI tools, and processes in 4–12 weeks. The AI Operator's Master Template is the DIY

version of that service — everything he's learned about scaling a trade business with AI,

condensed into a playbook you can run yourself.

Keegan believes: Time is the only asset you can't make more of. AI shouldn't be a

luxury. It should be table stakes.

This book is his proof.

LICENSE & USAGE TERMS

What you bought: A single-user license to the AI Operator's Master Template. Lifetime

access, including every future update.

This PDF is watermarked with your name and email on every page. If a copy ends up

online, in a competitor's hands, or in a group chat, we know who shared it. Single-user license

means single user.

YOURS, FOREVER

Read it, print it, mark it up, tab it, leave it in the truck.• 
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Use every prompt, workflow, and template inside your business — for as long as you

operate.

Reference it on calls. Train yourself on it. Build your stack from it.

Share specific quotes (with credit) on social, in newsletters, in articles. Attribution: AI

Operator's Master Template by Keegan Sicard / Your Time AI.

NOT YOURS TO GIVE AWAY

Don't forward the file. Not to a friend. Not to a partner. Not to your team. Not to a

Facebook group, a Discord, a contractor Reddit. Even if you mean well.

Don't upload it to a shared drive (Google Drive, Dropbox, OneDrive) where others can pull

it.

Don't repackage the content as your own product, course, coaching program, or service.

Don't strip the watermark, remove the cover, screenshot the chapters and resend, or alter

the file in any way.

If your team or business partners want a copy: send them the link, not the file. $9 each.

They'll thank you for it later.

SHARE THE LINK. NOT THE FILE.

The link is yourtimeai.com/template (replace with your live URL). Share that. Anywhere. As

often as you want.

Drop it in your group chat.

Pin it in your contractor Slack.

Mention it on a podcast.

Send it to your trade buddies.

Post it on LinkedIn or X.

Put it in your email signature.

The link is free to share. The file is not. Each operator pays their $9, gets their own

watermarked copy, and gets the same lifetime updates you got.
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WHY WE'RE STRICT ON THIS

You paid $9 for a compiled library of tools, prompts, and workflows that took hundreds of hours

to build and verify. That price only works at scale — when thousands of operators each pay $9

and get their own copy. If one buyer shares with 50 people, that's 49 operators using a tool

they didn't pay for, and we can't keep updating it for free.

Watermarking isn't a threat. It's just how this product stays alive long enough to keep getting

better.

NON-REFUNDABLE

This product is non-refundable. The watermarked PDF hits your inbox the moment you pay. No

subscriptions to cancel. No surprises. The price is $9 to keep the barrier low — if it's not for

you, you're out the cost of a coffee.

WANT TO DEPLOY IT ACROSS YOUR WHOLE TEAM OR COMPANY?

That's a different conversation — team rollout, custom workflows, and training fall outside the

PDF license. If that's what you need, contact hello@yourtimeai.com with your revenue tier

and team size and we'll scope it.

COPYRIGHT

© 2026 Your Time AI / Keegan Sicard. All rights reserved.

For licensing, bulk orders, white-label inquiries, or partnerships: hello@yourtimeai.com
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