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Introduction: Busy Doesn’t Mean Profitable 
Many service businesses look healthy on the surface. 

Diaries are full. 

Phones are ringing. 

Engineers are constantly on the move. 

But margins are thin. 

Cash is tight. 

And the owner is exhausted. 

Why? 

Because profit in field-based businesses isn’t driven by demand. 

It’s driven by how efficiently that demand is delivered. 

This report shows you how to turn activity into profit by improving route density, 
scheduling, and utilisation — often within the first 30 days after acquisition. 

1. The Hidden Profit Killer: Travel Time
In many businesses, engineers spend 20–40% of their day travelling. 

That’s non-billable time. 

Common causes: 

• Jobs scattered across wide geographies
• Poor diary planning
• Last-minute reactive bookings overriding planned routes
• No clear service zones



What to do: 

• Measure travel time per engineer, per day 
• Calculate jobs completed vs hours worked 
• Identify “dead miles” where no revenue is generated 

Every hour spent driving is an hour not earning. 

 

2. Route Density: The Core Concept 
Route density means: 

How many jobs you complete within a tight geographic area, in a given time. 

High density = more jobs, less travel, higher margin. 

Low density = fewer jobs, more cost, lower margin. 

What good looks like: 

• Multiple jobs within a 3–5 mile radius 
• Logical sequencing of visits 
• Minimal backtracking 

What bad looks like: 

• Crossing the same city multiple times 
• One job in the morning, another 20 miles away in the afternoon 

 

3. Jobs Per Day = Profit 
Small improvements compound quickly. 

Example: 

• 4 jobs per day → 6 jobs per day = 50% increase in productivity 

Without hiring. 

Without increasing marketing. 

How to increase jobs per day: 

• Cluster bookings geographically 



• Reduce travel gaps between appointments 
• Introduce standard time slots 
• Limit same-day reactive work to defined windows 

 

4. Zoning: Control Your Geography 
Divide your service area into zones. 

For example: 

• North 
• South 
• East 
• West 

Assign engineers to specific zones. 

Benefits: 

• Faster response times 
• Higher familiarity with local clients 
• Lower fuel costs 
• Easier scheduling 

Advanced move: 

Price differently by zone. 

• Premium pricing for out-of-area work 
• Standard pricing for core zones 

 

5. Pricing for Urgency and Distance 
Not all jobs should be priced the same. 

Introduce: 

• Emergency call-out premiums 
• Same-day service surcharges 
• Out-of-zone travel fees 

Customers with urgent problems will pay. 

And those who won’t — can wait. 



 

6. Scheduling Systems: Simple to Scalable 
Most small businesses rely on: 

• Paper diaries 
• Spreadsheets 
• Informal WhatsApp coordination 

This limits growth. 

Step 1: Basic structure 

• Standardise appointment lengths 
• Pre-plan routes the day before 

Step 2: Introduce tools 

• Job management software 
• Route optimisation tools 
• GPS tracking 

Step 3: Real-time optimisation 

• Live updates 
• Dynamic re-routing 
• Automated customer notifications 

You don’t need perfection. 

You need consistency. 

 

7. The 80/20 Client Problem 
Some clients: 

• Are far away 
• Require frequent small jobs 
• Disrupt scheduling 
• Negotiate pricing 

They look valuable. 

But they destroy efficiency. 



What to do: 

• Identify high-disruption clients 
• Reprice them appropriately 
• Move them to specific service days 
• Or let them go 

Not all revenue is good revenue. 

 

8. Engineer Utilisation: The Key Metric 
Track: 

• Hours worked 
• Jobs completed 
• Revenue per engineer per day 

Target: 

Maximise billable hours vs total hours. 

Idle time, travel time, and poor scheduling reduce utilisation. 

Even a 10% improvement can significantly increase profit. 

 

9. First 30-Day Action Plan 
If you acquire a business in this sector, start here: 

Week 1: 

• Map all jobs geographically 
• Analyse travel patterns 

Week 2: 

• Introduce zoning 
• Adjust scheduling manually 

Week 3: 

• Identify pricing gaps 
• Introduce basic surcharges 



Week 4: 

• Implement simple job tracking system 
• Monitor jobs per day and utilisation 

Quick wins are everywhere. 

 

10. Scaling the Model 
Once routes are efficient: 

• Add engineers into defined zones 
• Increase marketing within those zones only 
• Acquire nearby competitors 
• Fold their clients into your routes 

This is how buy-and-build creates value. 

 

Final Thought: Efficiency Creates Margin 
Most owners focus on getting more work. 

Smart buyers focus on delivering work better. 

The difference is: 

• Lower costs 
• Higher margins 
• Stronger systems 
• Better scalability 

Route density and scheduling are not operational details. 

They are the engine of profitability. 

Get this right — and a busy business becomes a valuable one. 
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