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WHAT THIS GUIDE IS AND WHY IT MATTERS

This guide is designed to help electrical contractors intentionally build a profitable, scalable service and maintenance 
business—not just “do service on the side.” It gives you a clear, practical way to see where you are today and what it 
takes to move toward a more organized, reliable, and valuable service operation.

We’ve organized the guide into five core categories—People, Process, Technology, Contracts, and Leadership & Cul-
ture. In each category, you’ll answer a simple question and then compare your current reality to a series of levels, from 
Level 0 (no structure) through Level 5 (fully integrated, high-performing service organization). Each level includes charac-
teristics you can recognize in your own business and specific guidance on how to move to the next stage.

The goal is not perfection or “checking every box.” The goal is progression: reducing randomness, improving commu-
nication, and building repeatable habits that support true service work—fast response, strong customer communication, 
reliable follow-through, and consistent execution in the field. By using this guide, you can align your office staff, field 
electricians, and leadership team around a shared roadmap for growing recurring revenue, strengthening customer rela-
tionships, and increasing the long-term value of your company.
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CATEGORY 1 - PEOPLE

Introduction

One of the most overlooked parts of building a successful service business is office staffing and coordination.

Many construction-focused contractors concentrate heavily on electricians, trucks, tools, and field operations while un-
derestimating the importance of the office personnel supporting service work. Service operations require a different type 
of support structure, focused on responsiveness, communication, electrician coordination, and customer interaction.

Because service work is reactive and customer-driven, office staffing often plays a larger operational role in service than it 
does in traditional project construction. Contractors transitioning into service should recognize that service coordination 
is not simply an added administrative task, it is a core operational function that directly impacts customer experience, 
electrician efficiency, and long-term service growth.

Question 1. How is your service work currently staffed?

LEVEL 0 - No Service Office Ownership
Characteristics

At Level 0:

	• Service calls are handled inconsistently.
	• Office staff answer calls when available.
	• Owners are interrupted throughout the day.
	• Electricians communicate directly with customers without coordination.
	• Service requests are easily forgotten or delayed.
	• No one is clearly accountable for service communication.

This is common for construction companies beginning to perform service work on the side. At this stage, service work is 
usually reactive rather than organized.

Moving from Level 0 to Level 1

The first step is establishing ownership. The company should assign one individual to take responsibility for service co-
ordination, preferably someone who will lead the service operation as it grows. In many cases, this is a project manager, 
service manager, operations manager, office manager, or owner in smaller companies.

This individual typically becomes responsible for: reviewing incoming service requests, coordinating electrician sched-
uling, helping prioritize service work, communicating with customers, ensuring service calls are followed through, and 
supporting electricians with information and coordination.

Training Focus at Level 1

Training for office staff at this stage should focus on customer communication, urgency awareness, organization, electri-
cian coordination, professionalism, and basic understanding of service operations.

The goal at Level 1 is not to build a dispatch center. 
The goal is to create ownership, accountability, and consistency.
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Question 2. How do you train service electricians?

LEVEL 0 - No Service Training Structure
Characteristics

At Level 0:

	• No service-specific training structure exists.
	• Electricians primarily develop through field experience.
	• Training is reactive and inconsistent.
	• Service knowledge depends heavily on individual motivation.
	• Electricians are expected to “figure it out” in the field.
	• Continuing education is largely viewed as the employee’s responsibility.

Moving from Level 0 to Level 1

The first step is recognizing that service operations require ongoing development beyond standard apprenticeship. 
Common first steps include: identifying electricians interested in service work, encouraging troubleshooting develop-
ment, reimbursing training costs, and paying for manufacturer or vendor classes.

The goal at Level 1 is not to create a formal service training department. 
The goal is to begin intentional investment in service electrician development. 

LEVEL 1 TO LEVEL 2 - Building Internal Service Training
The Critical Transition Point

The transition from Level 1 to Level 2 is often where contractors realize that outside education alone is not enough. 
Companies begin recognizing that many service-related skills must be developed internally around the specific systems, 
manufacturers, and customer environments they encounter most frequently.

Characteristics of Level 2

At Level 2, service training becomes more intentional, companies begin creating recurring internal training opportunities, 
experienced electricians begin mentoring younger service personnel, and training starts focusing on customer-specific 
systems and applications.

Training Focus at Level 2

Training at this stage often includes recurring in-house technical training, manufacturer-specific development, trouble-
shooting exercises, ride-along and mentoring, equipment-specific education, controls and automation exposure, and 
independent problem solving.

The company is no longer simply encouraging electricians to improve individually.

The company is now actively developing service electricians internally.
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LEVEL 2 TO LEVEL 3 - Developing a Structured Service Training Program
Characteristics of Level 3

At Level 3:

	• Service training occurs regularly throughout the year.
	• Training budgets become more consistent.
	• Mentoring expectations become more intentional.
	• Electrician development is supported operationally by leadership.
	• Recurring internal technical training is becoming more organized.
	• Service electricians begin developing greater consistency and independence.

Training Focus at Level 3

Training at this stage should focus on recurring internal technical training, advanced troubleshooting development, 
controls and automation systems, manufacturer-focused education, customer-specific applications, mentoring younger 
electricians, and independent field leadership development.

The goal is not replacing traditional electrical training. The goal is building upon it with the diagnostic and 
problem-solving skills required for long-term service operations. 

LEVEL 4 - Advanced Electrician Development
Characteristics

At Level 4, electrician training has evolved from a structured program into a continuous development culture. The com-
pany is actively developing technical leaders, mentors, and specialists who can elevate the performance of the entire 
service team.

At Level 4:

	• Electricians receive regular, structured development opportunities throughout the year.
	• Advanced troubleshooting, controls, and systems training are standard expectations.
	• Experienced electricians are formally recognized as mentors and technical resources.
	• Training budgets are established and protected as an operational investment.
	• Manufacturer partnerships and certifications are actively pursued.
	• Electrician skill levels are tracked and used to support dispatching and assignment decisions.
	• Electricians are confident working independently across a wide range of customer environments.

Training Focus at Level 4

Training at this stage should focus on advanced diagnostic and controls development, emerging technologies, customer 
relationship management in the field, mentoring and coaching skills, leadership development for senior electricians, and 
specialty certifications aligned with the company’s service offering.

The goal at Level 4 is not just having trained electricians. 
The goal is to build a team of technical professionals who elevate the company’s service reputation with 

every customer visit.
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LEVEL 5 - Continuous Learning Service Culture
Characteristics

At Level 5, technical development is not a program, it is a culture. Learning, growth, and professional development are 
deeply embedded in how the company operates, how electricians are recognized, and how the service team is built and 
sustained over time.

At Level 5:

	• Continuous learning is an expectation shared by every member of the service team.
	• The company is recognized as a destination employer for electricians who value service work.
	• Electricians regularly contribute their field knowledge to internal training and process improvement.
	• Advanced certifications and manufacturer partnerships are actively maintained and expanded.
	• Senior electricians mentor the next generation of service professionals with intention and consistency.
	• Training and development are recognized as competitive advantages, not just internal benefits.

The goal at Level 5 is not a training program. 
The goal is to be a service organization where every electrician is proud of their craft, committed to growth, 

and trusted by the customers they serve.
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CATEGORY 2 - PROCESS

Introduction

The greatest indication of achievement in an electrical service & maintenance organization is directly connected to the 
ongoing development and growth of its customer base, the source of high-margin, recurring revenues that contribute 
most to a company’s financial valuation.

Consistency in service delivery means everything towards creating those results through memorable customer experienc-
es. Service process development is not about creating bureaucracy, it is about creating enough consistency, communica-
tion, and visibility to allow service work to operate reliably while still maintaining the flexibility required in reactive service 
environments.

Many construction-focused organizations naturally attempt to apply project-based processes to service operations. How-
ever, service work operates differently, it involves changing priorities, unpredictable conditions, emergency response, and 
rapid communication between office and field. One of the most common mistakes occurs when contractors implement 
software platforms before establishing consistent service processes.

Software alone does not create process. 
Strong service operations are built by first reducing randomness, improving communication, and developing 

repeatable operational habits.

Question 3 - How Are Your Service Processes Defined?

LEVEL 0 - Random & Undefined Service Execution
Characteristics

At Level 0:

	• Service work is highly reactive.
	• Scopes of work are often undefined or unclear.
	• Scheduling changes constantly without coordination.
	• Communication depends heavily on individuals.
	• Service requests are managed inconsistently.
	• Little visibility exists between office and field operations.
	• Service activities rely heavily on memory and verbal communication.

Owners and managers have not defined standard “how-tos” for anyone to follow consistently. Every situation is just an-
other “job,” and there is no plan to develop repeat business of any kind.

Moving from Level 0 to Level 1

The first step is creating a basic operational structure around service coordination, routing service requests through a 
consistent point of contact, improving communication between office and field, and tracking open calls or callbacks in a 
consistent location. Common early tools may include whiteboards, notebooks, spreadsheets, or shared calendars. The 
specific tool matters less than the consistency of use.

The goal is not eliminating chaos. 
The goal is to reduce randomness.
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LEVEL 1 - Emerging Capabilities
Company executives may have observed better-than-average results in repeat business and began to introduce a small 
amount of consistency. Service operations are still chaotic and heavily dependent on individuals, but the organization is 
beginning to recognize that service work requires coordination, communication, and visibility.

LEVEL 1 TO LEVEL 2 - Building Repeatable Service Habits
The Critical Transition Point

The transition occurs when contractors begin moving service information out of individual people’s heads and into 
shared operational workflows. This is also the stage where many organizations struggle with trying to force construc-
tion-style project processes into service operations.

Characteristics of Level 2

	• Recurring service coordination habits begin forming.
	• Service requests are tracked more consistently.
	• Communication between office and field improves.
	• Callbacks and follow-up work become more visible.
	• Service information becomes more accessible to multiple team members.
	• Scheduling and prioritization become more organized.

Executive management has recognized the profit potential in service & maintenance work, begins separating new con-
struction and service activities, names a service manager, and assigns someone to administrative support.

The goal is not creating a complex service bureaucracy. 
The goal is to create repeatable operational support for reactive service work.

LEVEL 2 TO LEVEL 3 - Developing Structured Service Operations
Characteristics of Level 3

At Level 3, service operations begin transitioning from people-dependent coordination into a more stable operational 
structure. Company owners and managers have resolved to develop standard procedures common to all customers. Ser-
vice workflows become more clearly defined, communication becomes more reliable, and multiple team members can 
support service operations effectively.

Process Focus on Level 3

At this stage, contractors should focus on improving operational consistency, reducing communication breakdowns, sup-
porting scalability, increasing visibility into service activity, and maintaining responsiveness while improving structure.

The goal is not perfection. The goal is to build a stable operational foundation that allows service operations 
to grow without losing flexibility.
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LEVEL 4 - Optimized Service Operations
Characteristics

At Level 4, service processes are no longer being built or stabilized - they are being refined and optimized. Workflows 
are clearly documented, consistently followed, and regularly reviewed to identify opportunities for greater efficiency, 
consistency, and customer value.

At Level 4:

	• Service workflows are fully defined and understood across the organization.
	• SOPs are documented, maintained, and actively used.
	• Process performance is measured and reviewed by leadership regularly.
	• Operational bottlenecks are identified and systematically addressed.
	• Field and office workflows are tightly integrated and mutually supportive.
	• Process improvements are driven by data, customer feedback, and operational experience.

The organization no longer depends on heroics or individual improvisation to deliver consistent service. Processes carry 
the operation forward even when key individuals are unavailable.

The goal at Level 4 is not more processes. 
The goal is smarter, lean, and more customer-focused processes that make great service the expected 

outcome - not the exception.

LEVEL 5 - Continuous Operational Improvement
Characteristics

At Level 5, service process excellence is deeply embedded in the company’s culture. Process improvement is not a proj-
ect - it is an ongoing organizational habit. Every team member understands that how they do their work matters as much 
as what they accomplish.

At Level 5:

	• Service processes are continuously reviewed, refined, and improved at every level.
	• Team members at all levels contribute ideas for operational improvement.
	• Process performance metrics inform strategic decisions.
	• The company adapts workflows proactively as customer expectations and technology evolve.
	• New team members are onboarded into a well-defined operational culture.
	• The company’s operational consistency is recognized by customers as a competitive differentiator.

The goal at Level 5 is not perfecting today’s processes. 
The goal is to build an organization that is always improving - delivering outstanding service today while 

preparing for the demands of tomorrow.
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Question 4 - How Do You Track Service Records?

LEVEL 0 - Fragmented & Memory-Based Service Management
Characteristics

At Level 0:

	• Service information is scattered across multiple locations.
	• Electricians often maintain their own notes independently.
	• Follow-up work depends heavily on memory.
	• Customer Communication is inconsistent.
	• Service history is difficult to locate or reconstruct.
	• Callbacks and open items are easily forgotten.
	• Little visibility exists into outstanding service issues.

Service operations rely heavily on tribal knowledge. Information may exist, but it is often incomplete, difficult to access, 
or dependent on specific individuals.

Moving from Level 0 to Level 1

The first step is creating basic visibility into service activity. Contractors should begin documenting service activity more 
consistently, tracking open callbacks, storing customer information in centralized locations, and creating simple methods 
for sharing service information internally. Common tools include spreadsheets, shared email folders, whiteboards, service 
logs, or paperwork orders.

The goal is not perfect documentation. 
The goal is to prevent information from disappearing.

LEVEL 1 TO LEVEL 2 - Building Shared Service Visibility
The Critical Transition Point

The transition occurs when contractors begin creating repeatable habits around documenting service activity, communi-
cating follow-up needs, and sharing customer information internally. Organizations realize that service work cannot scale 
if information remains trapped within individual employees.

Characteristics of Level 2

	• Service information becomes more consistently accessible.
	• Callbacks and open items are tracked more reliably.
	• Customer history becomes easier to reference.
	• Office and field communication improves.
	• Follow-through expectations become more consistent.
	• Service documentation habits begin forming across the organization.

The goal is not creating perfect records. 
The goal is to create dependable operational awareness.
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LEVEL 2 TO LEVEL 3 - Developing Consistent Service Follow-Through
At Level 3, service documentation and follow-through become more structured, reliable, and operationally supported. 
Service visibility no longer depends primarily on specific employees remembering information or manually chasing up-
dates. Multiple team members can access enough service information to support customers effectively without relying on 
one employee’s memory.

The goal is not excessive paperwork. 
The goal is to create reliable operational awareness and customer follow-through as service operations grow.

LEVEL 4 - Optimized Service Visibility & Accountability
Characteristics

At Level 4, service documentation is no longer just a record-keeping exercise - it is a strategic asset. The company uses 
service history, customer data, and operational records to make better decisions, deliver more personalized service, and 
identify growth opportunities.

At Level 4:

	• Service records are consistently maintained across all electricians and all customer accounts.
	• Customer service history is easily accessible and regularly referenced.
	• Documentation standards are clearly defined and consistently met.
	• Open items, callbacks, and follow-up obligations are tracked with high reliability.
	• Service data is used by leadership to review performance and identify trends.
	• Deficiency tracking and customer reporting are structured and consistently delivered.
	•  Service records support contract management, renewal of conversations, and customer relationship 

development.

The goal at Level 4 is not just keeping good records. 
The goal is to use those records to deliver smarter, more proactive, and more valuable service to every 

customer.
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LEVEL 5 - Continuous Operational Refinement & Knowledge Management
Characteristics

At Level 5, service documentation and knowledge management are deeply woven into the company’s culture and 
long-term strategy. The organization treats its accumulated service knowledge - customer histories, equipment records, 
electrician insights, and operational data - as one of its most valuable business assets.

At Level 5:

	• Service knowledge is systematically captured, organized, and shared across the organization.
	• Documentation supports electrician development and customer relationship management.
	• Service records are used to proactively identify customer needs before problems arise.
	• Knowledge retention systems ensure critical information is not lost when employees transition.
	• Service data contributes directly to strategic planning and growth decisions.
	• The company’s depth of customer and equipment knowledge is recognized as a competitive advantage.

The goal at Level 5 is not documentation for its own sake. 
The goal is to build an organization whose collective knowledge makes every customer’s interaction smarter 

and every long-term relationship more valuable.
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CATEGORY 3 - TECHNOLOGY

Introduction

A company’s technology determines how consistently it can deliver service, lowering its cost of delivery. A contractor’s 
empirical data on its cost of work and its processes to deliver services is its intellectual property.

In the service & maintenance business, speed matters, but speed alone is not enough. The real test is whether a contrac-
tor can receive a request, understand the customer’s needs, dispatch the right person, document the work performed, 
communicate clearly, and invoice accurately, all without unnecessary delay or confusion. Technology is what ties those 
actions together.

For many contractors, technology has developed unevenly over time. One function may rely on paper, another on 
spreadsheets, another on software that is only partly used. Under those conditions, even talented people are forced to 
work around the system instead of through it. When technology is selected and used with purpose, it improves visibility, 
reduces lost information, supports faster decision-making, and creates a better customer experience.

Question 5 - How Do You Schedule and Manage Service Work?

LEVEL 0 - Undeveloped Capabilities
Characteristics

At Level 0, executive management has not demonstrated meaningful understanding of technology as a business tool. 
Technology decisions are reactive. Support staff rely heavily on manual methods, and dispatching, scheduling, work 
documentation, and invoicing are handled as separate activities with little integration. Each service call is handled as an 
isolated event.

Moving from Level 0 to Level 1

The first step is to recognize that ad hoc scheduling and coordination cannot be sustained as service volume grows. 
Companies should begin routing service requests consistently, creating basic scheduling visibility, and establishing ac-
countability for those who respond to what work.

The goal is not implementing complex software. 
The goal is to create consistent, visible coordination of service work. 

LEVEL 1 - Emerging Capabilities
Company executives have begun to recognize that technology could improve service operations but have not devel-
oped a clear vision for how. They may have purchased software or mobile tools, but implementation remains incomplete. 
Support staff have started using digital systems for selected functions, but the process remains inconsistent.
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LEVEL 1 TO LEVEL 2 - Building Technology Consistency
Characteristics of Level 2

Executive management has begun to see measurable value in technology. Support staff use technology more consistent-
ly. Dispatch, work order management, job status updates, and invoicing are better coordinated. Field electricians now 
use technology as part of the regular service process and receive more complete job information. Even so, gaps may 
remain in training or system integration.

The goal is not technology for its own sake. 
The goal is to use technology to reduce the cost and improve the consistency of service delivery.

LEVEL 2 TO LEVEL 3 - Developing Structured Technology Integration
Characteristics of Level 3

Top leaders now view technology as essential infrastructure for operational consistency, management visibility, and cus-
tomer satisfaction. Support staff work within systems that are well understood and broadly adopted. Information moves 
with greater accuracy from intake to dispatch to completion to billing. Field electricians use technology as a practical 
extension of their service work - they have access to the information they need and document activity promptly.

The goal is not full automation overnight. 
The goal is to build a repeatable, technology-supported service business instead of depending on 

improvisation. 

LEVEL 4 - Optimized Technology Integration
Characteristics

At Level 4, technology is no longer something the company is learning to use, it is something the company uses well. 
Scheduling, dispatching, work order management, billing, and customer communication all flow through integrated sys-
tems that are broadly adopted, consistently used, and actively managed by leadership.

At Level 4:

	• Scheduling and dispatch operate through a centralized platform with real-time visibility.
	• Work order creation, field documentation, and invoicing are tightly connected with minimal manual 

handoffs.
	• Electricians receive complete job information before arriving on site.
	• Customer communication is supported by automated notifications and structured follow-up workflows.
	• Leadership uses reporting and data to monitor workload, response times, and operational performance.
	• System adoption is high for both office staff and field electricians.

The company is no longer working around its technology; technology is working for the company.

The goal at Level 4 is not more technology. The goal is to use the right technology, to make service delivery 
consistently faster, smarter, and more profitable.
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LEVEL 5 - Continuous Technology Evolution
Characteristics

At Level 5, technology is not just a tool for managing daily operations, it is a strategic driver of service performance and 
business growth. The company continuously evaluates, adopts, and integrates emerging technologies that improve ser-
vice delivery, reduce operational costs, and enhance customer experience.

At Level 5:

	• Predictive scheduling and workload management tools are in use.
	• Automated customer communication, reminders, and service notifications are standard.
	• Field electricians operate with fully mobile-enabled workflows.
	• Data analytics are used to identify trends, forecast service demand, and optimize resource allocation.
	• Technology investments are evaluated strategically against service performance outcomes.
	• Technology is a recognized part of the company’s brand - customers experience it as a mark of 

professionalism.

The goal at Level 5 is not keeping up with technology. 
The goal is staying ahead - using innovation to deliver better service, build stronger customer relationships, 

and grow a more valuable business.

Question 6 - How Integrated Is Technology into Daily Workflows?

LEVEL 0 - Not Integrated
Technology is not integrated into daily service workflows. Each service call is handled as an isolated event, and the com-
pany gains very little usable information from one call to the next.

LEVEL 1 - Used Occasionally
Technology is used occasionally and inconsistently. Some information still lives outside any system, and office personnel 
often compensate for missing data or duplicate entries. Field personnel comply with required digital steps without fully 
understanding their value to the overall service operation.

LEVEL 2 - Used Regularly but Inconsistently
Technology is used regularly but not uniformly across all functions. Improvements in coordination are visible, but gaps 
remain in training, adoption, or system integration. The company is building toward a consistent technology foundation.

LEVEL 3 - Standard for Scheduling, Billing, and Dispatch
Technology is the standard method for core service functions: scheduling, dispatching, billing, and work order manage-
ment. Information flows more reliably between office and field. Leadership can review activity, identify problems early, 
and support both customers and field personnel more effectively.
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LEVEL 4 - Fully Embedded in Daily Operations
At Level 4, technology is no longer something team members opt into or work around, it is the standard way that service 
work is coordinated, documented, and delivered. From the first service call received to the final invoice , information 
moves through integrated systems with high reliability and minimal friction.

Office staff and field electricians alike operate within a shared digital environment that gives everyone the information 
they need when they need it. Duplication, lost information, and manual workarounds have been largely eliminated.

The goal at Level 4 is not full automation. 
The goal is a technology-enabled service operation where every team member works smarter, every 

customer interaction is better supported, and every decision is informed by reliable data.

LEVEL 5 - Predictive/Automated Systems in Use
At Level 5, technology integration has moved beyond daily operational support into strategic performance manage-
ment. The company leverages predictive tools, automated workflows, and data-driven insights to anticipate service 
needs, optimize team performance, and continuously improve customer experience.

At Level 5:

	• Service demand is anticipated and resources are allocated proactively rather than reactively.
	• Automated systems handle routine communication, scheduling reminders, and follow-up workflows.
	• Real-time operational dashboards give leadership immediate visibility into service performance.
	• Technology continuously generates insights that inform training, staffing, and strategic decisions.
	• Customers experience the company’s technology as a direct reflection of its professionalism and reliability.

The goal at Level 5 is not automating everything. 
The goal is to build a technology-driven service operation that teaches, adapts, and improves - consistently 

delivers consistently outstanding results for customers and the company alike.
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CATEGORY 4 - CONTRACTS

Introduction

Service and maintenance contracts are becoming essential to the future of electrical service because they transform elec-
trical work from a reactive, project-based business into a proactive, recurring relationship built around safety, reliability, 
and compliance. The shift of NFPA 70B from a “recommendation” to a “standard” allows contractors to enter the world 
of managed contracts that generate recurring revenues.

Contracts create predictable recurring revenue and long-term business stability, allow for more efficient labor utilization 
and planning, build customer partnerships, and increase company value. Once established, contracts often lead to pull-
through work as well.

Question 7 - How Do You Currently Offer Service or Maintenance Agreements?

LEVEL 0 - No Agreements Offered
Characteristics

At Level 0, no service or maintenance agreements are offered. Service is entirely reactive - the contractor responds when 
called but does not proactively engage customers around ongoing maintenance or recurring service relationships.

Moving from Level 0 to Level 1

The goal is to start recognizing service as an ongoing relationship instead of isolated calls. Contractors should begin 
tracking repeat customers and identifying which clients regularly call for troubleshooting, repairs, or small service work. 
Service electricians and office staff should begin asking customers simple follow-up questions such as: “Would you like 
us to check back on this equipment in six months?”

At the 0–1 stage, consistency matters more than complexity.

The objective is to create repeat engagement and begin building the foundation for future maintenance agreements. 

LEVEL 1 - Customers Occasionally Request Repeat Visits
Customers are beginning to call back. The contractor recognizes certain customers as regular but has not yet formalized 
this into any kind of structured agreement or offering. 

LEVEL 1 TO LEVEL 2 - Introducing Recurring Maintenance Arrangements
Once repeat service relationships begin forming, contractors should start introducing simple recurring maintenance ar-
rangements, such as scheduled panel inspections, thermal imaging, or preventive maintenance visits. These may initially 
be managed through email confirmations or proposal language rather than formal legal contracts. The key shift is from 
“call us when something breaks” to “we will proactively return and maintain your equipment.”

The objective at the 1–2 stage is to create consistency, establish predictable touchpoints, and begin proving the value of 
initiative-taking maintenance.
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LEVEL 2 - Informal Agreements/Handshake Deals
The contractor has informal arrangements with some customers, but these are not yet formalized, consistently offered, or 
operationally managed. 

LEVEL 2 TO LEVEL 3 - Transitioning to Formal Preventive Maintenance Contracts
At this stage, contractors should transition from informal recurring work into structured preventive maintenance agree-
ments with clearly defined scopes, schedules, and deliverables, including covered equipment, maintenance frequency, 
reporting procedures, exclusions, response expectations, and renewal terms. Contractors should align these offerings 
with NFPA 70B requirements whenever possible.

By the end of the 2–3 transition, service agreements should no longer feel informal or customer-driven.

They should become a defined offering consistently presented as part of the contractor’s overall business strategy. 

LEVEL 4 - Contracts with SLAs Offered as a Standard Option
Characteristics

At Level 4, service and maintenance agreements are a standard and consistent part of how the company does business. 
Contracts are no longer offered selectively or informally; they are presented as a defined offering to all appropriate cus-
tomers.

At Level 4:

	• Maintenance contracts with clearly defined scopes and SLAs are consistently offered.
	• The company has standardized contract templates that are regularly reviewed and updated.
	• Contract offerings are aligned with NFPA 70B requirements and customer compliance needs.
	• Sales conversations routinely include maintenance agreement discussions.
	• Contract pricing is structured, competitive, and based on a clear understanding of delivery costs.
	• Contracts are managed within service software and tracked systematically.

The goal at Level 4 is not just to offer more contracts. 
The goal is to offer the right contracts to the right customers, backed by the operational capability to deliver 

on every commitment made. 
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LEVEL 5 - Contracts Fully Integrated into Operations
Characteristics

At Level 5, service and maintenance agreements are fully embedded in how the company operates, grows, and creates 
value. Contracts are not just a product the company sells, they are the foundation of a recurring revenue model that de-
fines the company’s financial stability, brand identity, and competitive position.

At Level 5:

	• Maintenance contracts are consistently offered to all appropriate customers.
	• Contract renewal rates are high because the company consistently delivers on its commitments.
	• Service agreements drive pull-through work, expand customer relationships, and generate referrals.
	• The company’s contract portfolio is actively managed and grown as a strategic business asset.
	• NFPA 70B compliance and documented maintenance programs are a recognized competitive advantage.
	• Contracts contribute meaningfully to company valuation and long-term financial predictability.

The goal at Level 5 is not maximizing contract volume. 
The goal is to build a loyal customer base through consistent, professional, and value-driven maintenance 

relationships that grow the business year after year. 

Question 8 - How Consistently Do You Manage and Deliver on Contracts?

LEVEL 0 - Contracts Not Managed
Characteristics

At Level 0, the contractor does not have an organized contract management process. Recurring service obligations are 
not tracked, and follow-up depends entirely on customers reaching out again.

Moving from Level 0 to Level 1

The first step is acknowledging that recurring service obligations need ownership and follow-up. Contractors should be-
gin assigning responsibility to a specific individual and creating basic visibility into open service commitments, a running 
list of customers who require future visits, warranty callbacks, or recurring maintenance discussions.

The goal is not a perfect management system. 
The goal is that service follow-up is no longer accidental. 

LEVEL 1 - Very Inconsistent Follow-Up
Some awareness exists that recurring obligations need follow-up, but execution is highly inconsistent and depends on 
individuals remembering tasks manually. Customers who do not re-initiate contact are likely to fall through the cracks. 

LEVEL 1 TO LEVEL 2 - Creating Simple but Repeatable Tracking Systems
Once the contractor recognizes the need for follow-up, the next step is creating simple but repeatable tracking systems - 
shared calendars, spreadsheets, or reminder systems to document service agreements and maintenance schedules. Even 
basic tools like Outlook reminders or Google Calendar recurring events can dramatically improve consistency if used 
regularly.

At the 1–2 stage, the objective is reliability and visibility - ensuring recurring commitments are consistently tracked and acted upon.
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LEVEL 2 - Basic Reminders Handled Manually
Basic reminder systems are in place, but the process remains manually intensive and dependent on key individuals. Some 
contracts are followed consistently while others are managed inconsistently depending on workload. 

LEVEL 2 TO LEVEL 3 - Structured Service Coordination Processes
At this stage, the contractor should transition from basic reminders into structured service coordination processes consis-
tently used across the organization. Service agreements should be centrally managed, and leadership should periodically 
review contract activity to verify that customers are receiving promised services on time.

At the 2–3 stage, the contractor is building operational trust and reliability.

The objective is to create repeatable contract delivery processes that customers can depend on as service operations 
grow. 

LEVEL 4 - Managed in Service Software with Reports
Characteristics

At Level 4, contract delivery is no longer dependent on individual memory, manual reminders, or ad hoc coordination. 
The company manages maintenance agreements through dedicated service software that provides full visibility into con-
tract schedules, completion status, upcoming renewals, and customer-specific obligations.

At Level 4:

	• All active contracts are tracked within service management software.
	• Scheduled maintenance visits are automatically queued and dispatched.
	• Completed service visits are documented and tied to the customer’s contract record.
	• Deficiencies are tracked, communicated to customers, and followed up reliably.
	• Contract renewal conversations are triggered proactively.
	• Leadership reviews contract performance reports regularly.
	• Accountability for contract delivery is clearly defined and consistently maintained.

The goal at Level 4 is not just tracking contracts. 
The goal is to deliver on every commitment, every time - building the kind of trust that turns a single 

maintenance agreement into a long-term customer relationship. 
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LEVEL 5 - Fully Integrated into Daily Workflows
Characteristics

At Level 5, contract management is not a separate administrative function - it is seamlessly woven into the daily rhythm 
of service operations. Every team member understands their role in delivering on maintenance commitments, and the 
organization consistently performs at a level that customers notice, value, and renew.

At Level 5:

	• Contract delivery is integrated into daily dispatch, scheduling, and field workflows without friction.
	• Maintenance visit completion rates are consistently high and measured as a key performance indicator.
	• Customer-facing documentation is delivered professionally and on schedule.
	• Contract renewals are managed proactively, and renewal rates reflect consistent delivery.
	• The company uses contract performance data to continuously improve service quality.
	• The company’s ability to manage and deliver on contracts on a scale is a recognized competitive advantage.

The goal at Level 5 is not operational perfection. 
The goal is a service organization where consistent, professional contract delivery is simply how the company 

operates - every day, for every customer.
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CATEGORY 5 - LEADERSHIP & CULTURE

Introduction

Organizations need leaders at the top in order to operate; they need leadership at every level in order to prosper. 
Having leadership throughout an organization does not mean multiple independent fiefdoms or the absence of a chain-
of-command. Rather, it is built on the benefit of having individuals in every department who know their ideas count, that 
they will be heard, and that they can exercise personal initiative when there is no time for ordinary permission.

A company’s structure determines its culture. Peter Drucker declared, “Culture eats strategy for breakfast” - and if that 
is true, then structure sets the breakfast table. By defining or re-defining the structure of their organization, owners and 
managers of electrical contracting companies can create a service-oriented culture that will lead to success at any stage 
in the life of their firms.

Question 9 - How Engaged Is Leadership in Service?

LEVEL 0 - Not Engaged
Characteristics

At Level 0, executive management has not demonstrated understanding or interest in developing a service & mainte-
nance business consistently. No one distinguishes between new construction and service-related business opportunities. 
Every situation is just another “job,” and there is no appreciation for repeating business.

Moving from Level 0 to Level 1

The first step is awareness. Leadership must begin recognizing service as a distinct type of business - not simply proj-
ect work on a smaller scale. This means identifying at least one go-to individual for service work and beginning to think 
about repeating customers differently from one-off project clients.

The goal is not an immediate strategic plan. 
The goal is leadership beginning to see service as a separate business opportunity worth developing. 

LEVEL 1 - Aware, but Only Steps in with Problems
Company executives from time to time may have appreciated better-than-average results in a service call, but their 
thinking has not progressed to an understanding of the need to separate new construction from service & maintenance 
activity. The executive team is approaching service as a scaled-down version of new construction, not a different type 
of business. A designated service electrician has begun to think of a few customers as regulars and enjoys the personal 
satisfaction of independent action in the field. 

LEVEL 1 TO LEVEL 2 - Leadership Beginning to Recognize Service Value
The transition from Level 1 to Level 2 occurs when executive management begins to enjoy measurable financial results 
from service & maintenance work. They name a service manager and assign someone to devote time to service admin-
istrative support. However, leadership still devotes the majority of their time and energy to projects that produce the 
biggest backlog and have not yet invested in the professional development of their service management team.

The goal is not to abandon construction. 
The goal is to give service the dedicated leadership attention it requires to grow.
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LEVEL 2 - Recognizes Service but Not Yet Active
Leadership recognizes service as a part of the business and has begun structural steps to separate it from construction. 
However, service leadership is not yet active in driving service strategy, investing in the service team’s development, or 
championing service as a core business priority.

LEVEL 2 TO LEVEL 3 - Developing Active Service Leadership
The transition to Level 3 occurs when top leaders arrive at a fuller appreciation of the value creation potential in service & 
maintenance. They now devote proportionate, regular attention to service, are willing to invest in the professional devel-
opment of their service management and support team and spend time with key service accounts.

Best of all, the company has devoted time and effort to developing leadership ability in all of their frontline and support 
staff. Service electricians are now confident of their responsibility to take action on the job for the benefit of building and 
maintaining a loyal customer base.

The goal is not leadership micromanaging service operations. 
The goal is leadership providing oversight, direction, investment, and championship that allows service to 

grow as a defined business. 

LEVEL 3 - Provides Oversight and Direction
Leadership provides consistent oversight and direction for service operations. Service is recognized as a distinct business 
with its own goals, staffing, and management attention. Leadership invests in service development and protects service 
priorities when they compete with construction demands.

 
LEVEL 4 - Actively Manages Service and Supports Growth
Characteristics

At Level 4, leadership is no longer simply aware of the service business - they are active, informed, and invested partici-
pants in its success. Service is managed with the same rigor, attention, and strategic intent that the company brings to its 
construction operations.

At Level 4:

	• Leadership reviews service performance metrics regularly and uses them to guide operational decisions.
	• Service goals are clearly defined, communicated, and tracked at the leadership level.
	• Investment in service personnel, training, and technology is protected and prioritized.
	• Leadership spends meaningful time with key service customers and understands their needs firsthand.
	• The service manager and service team are supported, developed, and held to clear performance 

expectations.
	• Construction and service business units coordinate effectively, with leadership managing the handoffs.
	• Leadership champions service internally - it is not a secondary conversation.

The service team operates with confidence because they know their work is valued and their leadership is engaged.

The goal at Level 4 is not micromanaging service operations. 
The goal is to lead the service business with vision, consistency, and genuine commitment - creating the 

conditions in which great service people can do their best work. 
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LEVEL 5 - Champions Service as a Core Strategy
Characteristics

At Level 5, service is not a division of the company - it is a defining characteristic of who the company is. Leadership 
champions service not because it is profitable, but because it reflects the company’s values, its commitment to custom-
ers, and its vision for long-term growth.

At Level 5:

	• Service is a recognized pillar of the company’s business model and strategic identity.
	• Leadership at every level champions service as a shared value.
	• The company attracts and retains top service talent because of its reputation as a service leader.
	• Service performance is a key driver of company valuation, customer loyalty, and market differentiation.
	• Leadership invests continuously in the people, processes, technology, and culture that make great service 

possible.
	• Service growth is planned, resourced, and reviewed at the highest level of the organization.

The goal at Level 5 is not leading a service department. 
The goal is leading a service company - one whose commitment to customers, craftsmanship, and continuous 

improvement defines its character and drives its success. 

Question 10 - How Much Is Service Part of Your Company Identity?

LEVEL 0 - Not at All - Strictly Project-Focused
Characteristics

At Level 0, the company’s identity is entirely project focused. Service work is incidental - managed when it comes but not 
pursued, branded, or valued as a distinct business line.

Moving from Level 0 to Level 1

The first step is internal recognition that service work is different - and potentially more valuable in certain ways than proj-
ect work. Leadership should begin acknowledging repeat customers, recognizing the value of established service rela-
tionships, and thinking about what it would mean to be known as a reliable service provider in their market.

The goal is not an immediate rebrand. 
The goal is the beginning of a service-oriented mindset within the organization.

 
LEVEL 1 - Customers Ask, but We Don’t Promote Service
Customers occasionally request repeat service or maintenance work, but the contractor does not actively promote ser-
vice as a business line. Service happens because customers ask, not because the company pursues it with intention.

 
LEVEL 1 TO LEVEL 2 - Service as a Recognized Business Line
As leadership begins separating service from construction - establishing a service manager, assigning dedicated support 
staff, and beginning to develop standard processes - service starts to take on its own identity within the organization. The 
company begins to see itself as a service provider, not just a construction contractor that occasionally does service.
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LEVEL 2 - Offered as a Side Option
Service is offered as a secondary option alongside construction, but it is not consistently promoted, prioritized, or posi-
tioned as a core part of what the company does.

 
LEVEL 2 TO LEVEL 3 - Service Becoming Part of Company Identity
The transition to Level 3 is when service stops being a side offering and begins to be recognized - both internally and 
externally - as a real part of who the company is. This may be reflected in fleet branding, marketing materials, how cus-
tomer conversations are framed, and how leadership talks about the business. The company is beginning to be known in 
its market for service - not just for construction projects.

The goal is not abandoning construction identity. The goal is to build a service identity alongside it that 
creates long-term customer loyalty and recurring revenue.

 
LEVEL 3 - Recognized Internally as Part of Our Business
Service is recognized internally as a legitimate and important part of the business. Staff across the organization under-
stand that service is a defined business line, not just a favor to existing customers.

 
LEVEL 4 - Recognized Internally and Externally as Reliable Service
Characteristics

At Level 4, the company’s service identity is real, visible, and earned. It is not something the company claims - it is some-
thing customers, competitors, and the market recognize based on consistent experience. The company is known for 
showing up, delivering on commitments, and maintaining long-term relationships built on trust.

At Level 4:

	• The company is actively chosen by customers for service work because of its reputation.
	• Service is prominently represented in how the company presents itself: fleet, marketing, proposals.
	• Employees across the organization understand that service is a serious and valued part of the business.
	• Customer referrals and renewals reflect the company’s growing service reputation.
	• Service revenue is meaningful, stable, and growing as a percentage of overall business.
	• The company’s service identity attracts quality electricians who want to work for a recognized service 

provider.

This level of identity is not created by branding alone. It is built through years of consistent execution - showing up, do-
ing the work well, communicating professionally, and treating customers like long-term partners.

The goal at Level 4 is not to have a service brand. The goal is deserving one - and making sure every 
customer’s interaction reinforces why the company has earned it. 
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LEVEL 5 - Core Brand Identity and Growth Driver
Characteristics

At Level 5, service is the company. It is not a division, a product line, or a revenue stream - it is the lens through which the 
company understands itself, serves its customers, and builds its future. The company’s identity as a service organization is 
its most powerful competitive asset and its most enduring source of business value.

At Level 5:

	• Service is at the center of the company’s brand, culture, and strategic vision.
	• The company is recognized as a leader in electrical service & maintenance within its market.
	• Customers choose this contractor not just for what they do, but for who they are and how they operate.
	• Service drives growth - through renewals, referrals, pull-through work, and new customer acquisition.
	• The company’s service culture is self-sustaining - reinforced daily by the people, systems, and values it has built.
	• The company contributes to the broader development of the electrical service industry.

At Level 5, the journey that began with a single electrician taking a service call has grown into something much larger: 
a professional service organization with a defined identity, a loyal customer base, and a culture of excellence that runs 
through every level of the company.

The goal at Level 5 is not reaching the top of the chart. 
The goal is to build something that lasts - a service organization defined by its values, driven by its people, 

and committed to serving customers with excellence for years to come.
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