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1. EXECUTIVE SUMMARY
The Problem

o Projects running 6-8 months (industry standard: 3-4 months)
e No standardized processes = inconsistent quality

e Poor crew utilization = wasted labor costs

e Lack of quality control = rework and complaints

e No job costing = unknown profitability per project

The Solution

Complete operational transformation with: - Standardized 7-phase project management system
- Real-time job costing and profitability tracking - Optimized crew scheduling and utilization -
Quality control checkpoints at every phase - Digital tools for efficiency and transparency

Expected Impact

e Revenue Increase: $750,000 - $1,200,000 annually

e Margin Improvement: 10-20 percentage points

o Time Reduction: 30-40% faster project completion
e Quality Improvement: 80% reduction in rework

e Customer Satisfaction: 50% improvement in NPS

2. DETAILED PROCESS WORKFLOWS
2.1 THE 7-PHASE PROJECT MANAGEMENT SYSTEM

PHASE 1: INITIAL CONSULTATION & SITE ASSESSMENT (Days 1-3) Objec-
tive: Gather complete project requirements and set accurate expectations

Detailed Process:



1. Pre-Visit Preparation (Day 1)

Review customer inquiry and initial information

Check property records and satellite imagery

e Prepare site assessment checklist

Schedule 2-hour site visit window

Send confirmation with preparation checklist to customer

2. Site Visit Execution (Day 2)

e Duration: 90-120 minutes
e Team: Sales Engineer 4+ Technical Specialist

Site Assessment Checklist:

STRUCTURAL ASSESSMENT:
Roof type, age, and condition
Roof load capacity (critical in Costa Rica)
Wall structural integrity (for wall-mounted option)
Electrical panel location and capacity
Available space for inverters and batteries
Shading analysis (trees, buildings, seasonal)
Roof orientation and pitch measurements

ELECTRICAL ASSESSMENT:
Current electrical panel capacity
Main breaker size and condition
Available breaker spaces
Grounding system condition
Distance from panel to proposed array location
Existing electrical load analysis

ENERGY CONSUMPTION ANALYSIS:
12 months of utility bills
Peak usage times and patterns
Seasonal variations
Future expansion plans
Electric vehicle charging needs
Pool/AC/major appliance loads

REGULATORY & PERMITTING:
Property ownership verification
HOA restrictions (if applicable)
Local building code requirements
Utility interconnection requirements
Environmental restrictions

CUSTOMER REQUIREMENTS:
Budget range and financing needs
Timeline expectations



Aesthetic preferences

Backup power requirements

Future expansion plans

Warranty and maintenance expectations

3. Post-Visit Analysis (Day 3)

Complete shading analysis using software
Calculate optimal system size

Determine equipment specifications
Identify potential challenges

e Prepare preliminary cost estimate

Deliverable: Comprehensive Site Assessment Report (15-20 pages)
Time Investment: 8-10 hours total Cost to Company: $400-500 (labor + travel)

PHASE 2: SYSTEM DESIGN & PROPOSAL (Days 4-7) Objective: Create detailed,
accurate proposal with multiple options

Detailed Process:
1. System Design (Days 4-5)
Design Components:

SOLAR ARRAY DESIGN:

- Panel layout and configuration

- String sizing and optimization

- Inverter selection and placement

- Racking system specification

- Wire sizing and routing

- Conduit and junction box placement

ELECTRICAL DESIGN:

- Single-line diagram

- AC/DC disconnect locations

- Grounding and bonding plan

- Surge protection devices

- Monitoring system integration

- Utility interconnection details

STRUCTURAL DESIGN:

- Load calculations

- Attachment methods

- Wind and seismic considerations

- Waterproofing strategy

- Roof penetration details

- Wall-mounting specifications (if applicable)



2. Financial Modeling (Day 6)
Create 3 Package Options:
OPTION A: ESSENTIAL SYSTEM

o Covers 70% of energy needs
e Standard equipment

e Basic monitoring

e 10-year warranty

Price: $12,000 - $15,000

OPTION B: COMPLETE SYSTEM (RECOMMENDED)

o Covers 100% of energy needs
e Premium equipment

e Advanced monitoring

o 15-year warranty

e Battery backup option

o Price: $18,000 - $25,000

OPTION C: PREMIUM SYSTEM

o Covers 100% + future expansion
o Top-tier equipment

e Smart home integration

e 25-year warranty

o Full battery backup

o EV charging ready

o Price: $30,000 - $40,000

3. Proposal Creation (Day 7)
Proposal Contents (30-40 pages):

SECTION 1: EXECUTIVE SUMMARY

- Customer-specific benefits

- Recommended system overview
- Investment summary

- Payback period and ROI

SECTION 2: ENERGY ANALYSIS

- Current consumption breakdown

- Proposed system production

- Monthly/annual savings projection
- 2b-year financial analysis

SECTION 3: SYSTEM DESIGN
- Detailed specifications
- Equipment descriptions
- Layout drawings

- Electrical diagrams



SECTION 4: INSTALLATION PLAN
- Timeline and milestones

- Crew and equipment

- Safety procedures

- Quality control measures

SECTION 5: FINANCIAL OPTIONS
- Three package comparisons
- Financing options

- Incentives and rebates

- Payment schedule

SECTION 6: WARRANTY & MAINTENANCE
- Equipment warranties

- Installation warranty

- SunCare maintenance program
Performance guarantees

SECTION 7: COMPANY CREDENTIALS
- Experience and certifications
- Past project examples

- Customer testimonials

- References

Deliverable: Professional Proposal Package

Time Investment: 16-20 hours total Cost to Company: $800-1,000 (design labor)

PHASE 3: CONTRACT & PERMITTING (Days 8-21) Objective: Secure contract and
obtain all necessary permits

Detailed Process:
1. Contract Negotiation & Signing (Days 8-10)
Contract Components:

SCOPE OF WORK:

Detailed system specifications
Equipment list with model numbers
Installation procedures

- Exclusions and limitations

PRICING & PAYMENT:
- Total project cost
- Payment schedule:
* 407 deposit upon signing
* 30% at equipment delivery
* 20% at installation completion



*x 107, after final inspection
- Change order procedures
- Price escalation clauses

TIMELINE & MILESTONES:

- Permit submission: Day 14
- Equipment order: Day 15
Installation start: Day 45
- Completion target: Day 75
- Final inspection: Day 90

WARRANTIES & GUARANTEES:

- Equipment warranties (detailed)

- Installation workmanship warranty
- Performance guarantee

- Maintenance requirements

RESPONSIBILITIES:

- Customer obligations

- Contractor obligations
- Insurance requirements
- Dispute resolution

. Permit Application (Days 11-21)
Required Permits (Costa Rica):

MUNICIPAL PERMITS:
Building permit application
Structural calculations
Electrical permit
Site plans and drawings
Environmental impact (if required)

UTILITY PERMITS:
Interconnection agreement
Net metering application
Utility notification
Inspection scheduling

DOCUMENTATION REQUIRED:
Property deed or ownership proof
Site plans (stamped by engineer)
Electrical diagrams (stamped)
Structural calculations (stamped)
Equipment specifications
Insurance certificates
Contractor licenses
Environmental clearances



Deliverable: Signed Contract + Submitted Permits

Time Investment: 20-24 hours total Cost to Company: $1,000-1,200 (engineering stamps,
permit fees, labor)

PHASE 4: PROCUREMENT & LOGISTICS (Days 22-44)

ment and manage delivery timeline

Detailed Process:

1.

Equipment Ordering (Days 22-25)

Order Management System:

SOLAR PANELS:

Manufacturer: [Specific brand/model]

Quantity: [Based on design]

Specifications: [Wattage, efficiency, warranty]
Lead time: 6-8 weeks from China

Expedite option: 3-4 weeks via Panama (+15% cost)
Backup supplier: [Alternative if delays]

INVERTERS:

Type: [String/Micro/Hybrid]
Manufacturer: [Specific brand/model]
Quantity: [Based on design]

Lead time: 4-6 weeks

Warranty registration: Upon delivery

RACKING SYSTEM:

Type: [Roof/Wall-mounted]
Manufacturer: [Specific brand]
Quantity: [Based on layout]
Material: [Aluminum/Stainless steel]
Lead time: 4-6 weeks

ELECTRICAL COMPONENTS:

Disconnects, breakers, wire
Conduit and junction boxes
Grounding equipment
Monitoring system

Lead time: 2-3 weeks (local)

BATTERIES (if applicable):

Type: [Lithium/Lead-acid]
Capacity: [kWh]

Manufacturer: [Specific brand]
Lead time: 6-8 weeks

Objective: Order equip-



2. Logistics Management (Days 26-44)
Tracking System:

SHIPMENT TRACKING:

Week 1-2: Order confirmation and production
Week 3-4: Container loading and departure
Week 5-6: Ocean transit

Week 7: Port arrival and customs clearance
Week 8: Delivery to warehouse

QUALITY CONTROL:
Verify order against purchase order
Inspect for shipping damage
Test sample panels for performance
Verify warranty documentation
Organize warehouse storage
Schedule delivery to job site

Deliverable: Equipment Delivered to Warehouse

Time Investment: 12-16 hours total Cost to Company: $500-800 (logistics management, in-
spection)

PHASE 5: INSTALLATION (Days 45-75) Objective: Complete installation safely, effi-
ciently, and to specification

Detailed Process:
1. Pre-Installation Preparation (Days 45-47)
Site Preparation Checklist:

SAFETY SETUP:
Perimeter fencing and signage
Fall protection equipment
Ladder and scaffolding setup
Fire extinguishers on site
First aid kit accessible
Emergency contact list posted

MATERIAL STAGING:
Deliver equipment to site
Organize by installation phase
Protect from weather
Secure overnight storage
Tool and equipment inventory

CUSTOMER COMMUNICATION:
Installation schedule confirmation



Daily work hours (7am-5pm)
Parking and access arrangements
Noise and disruption expectations
Daily progress updates

Emergency contact information

. Installation Execution (Days 48-70)
Day-by-Day Installation Schedule:
DAYS 48-52: STRUCTURAL WORK (5 days)

e Crew: 3 installers + 1 supervisor
o Tasks:
— Install racking system
— Roof/wall penetrations and waterproofing
— Structural attachments and reinforcement
— Conduit runs and wire routing
e Quality checks: Structural integrity, waterproofing, alignment

DAYS 53-58: ELECTRICAL WORK (6 days)

e Crew: 2 electricians + 1 helper
o Tasks:
— Panel mounting on racking
— String wiring and connections
— Inverter installation
AC/DC disconnect installation
— Grounding and bonding
— Electrical panel upgrades (if needed)
e Quality checks: Voltage testing, polarity, grounding continuity

DAYS 59-63: SYSTEM INTEGRATION (5 days)

e Crew: 1 electrician + 1 technician
o Tasks:
— Monitoring system installation
— Battery system integration (if applicable)
— Utility interconnection
— System commissioning
— Performance testing
o Quality checks: System voltage, production verification, monitoring

DAYS 64-70: FINISHING & CLEANUP (7 days)

e Crew: 2 installers
o Tasks:
— Final waterproofing and sealing
— Conduit and wire management
— Labeling and documentation
— Site cleanup and restoration
— Customer walkthrough
e Quality checks: Aesthetic finish, safety compliance, cleanliness
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3. Daily Quality Control (Throughout Installation)
Daily Checklist:

MORNING (Before Work Starts):
Safety briefing with crew
Review day's tasks and goals
Verify materials and tools available
Check weather conditions
Confirm customer access and parking

DURING WORK:
Supervisor on-site inspection (2x daily)
Photo documentation of progress
Real-time issue resolution
Customer communication (daily update)

END OF DAY:
Site cleanup and securing
Tool and material inventory
Progress photos uploaded
Tomorrow's prep checklist
Customer update (text/email)

Deliverable: Completed Installation

Time Investment: 200-240 hours (crew time) Cost to Company: $8,000-10,000 (labor, equip-
ment, supervision)

PHASE 6: INSPECTION & COMMISSIONING (Days 71-85) Objective: Pass all
inspections and activate system

Detailed Process:
1. Pre-Inspection Preparation (Days 71-73)
Inspection Readiness Checklist:

STRUCTURAL INSPECTION:
All attachments secure and to code
Waterproofing complete and tested
Load calculations available
Engineer stamp on drawings

ELECTRICAL INSPECTION:
All wiring to code standards
Proper grounding and bonding
Correct wire sizing and protection
Labeling complete and accurate
Disconnects accessible and functional
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DOCUMENTATION:
As-built drawings updated
Equipment specifications
Warranty documentation
Installation photos
Test results and certifications

. Municipal Inspection (Days 74-78)
Inspection Process:

e Schedule inspection with municipality
o Inspector on-site review (2-4 hours)

o Address any deficiencies immediately
Re-inspection if needed (add 3-5 days)
e Obtain approval certificate

. Utility Inspection (Days 79-82)
Utility Interconnection:

o Schedule utility inspection

« Utility inspector review (1-2 hours)
o Meter installation/upgrade

e Net metering activation
Permission to operate (PTO)

. System Commissioning (Days 83-85)
Commissioning Checklist:

SYSTEM STARTUP:
Verify all disconnects in correct position
Check DC voltage and polarity
Energize inverter(s)
Verify AC output voltage and frequency
Confirm grid connection
Test monitoring system

PERFORMANCE VERIFICATION:
Measure system output vs. expected
Check for any error codes
Verify monitoring data accuracy
Test battery system (if applicable)
Confirm net metering function

CUSTOMER TRAINING:
System operation overview
Monitoring app demonstration
Maintenance requirements
Warranty information

12



Emergency procedures
SunCare program enrollment

Deliverable: Fully Operational System with PTO

Time Investment: 24-30 hours total Cost to Company: $1,200-1,500 (inspection fees, labor)

PHASE 7: POST-INSTALLATION SUPPORT (Days 86-365) Objective: Ensure cus-
tomer satisfaction and system performance

Detailed Process:
1. 30-Day Follow-Up (Day 116)
Follow-Up Checklist:

SYSTEM PERFORMANCE:
Review 30 days of production data
Compare actual vs. projected output
Address any performance issues
Verify monitoring system accuracy

CUSTOMER SATISFACTION:
Schedule on-site visit or video call
Review customer experience
Address any concerns
Collect testimonial/review
Request referrals

FINANCIAL VERIFICATION:
Review first utility bill with solar
Verify net metering credits
Confirm savings match projections
Adjust expectations if needed

2. 90-Day Performance Review (Day 176)
Performance Analysis:

e 3 months of production data
Seasonal adjustment analysis
e System health check

o Customer satisfaction survey
e SunCare maintenance visit

3. Annual Review (Day 365)
Annual Checklist:

SYSTEM INSPECTION:
Visual inspection of all components
Panel cleaning and maintenance
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Electrical connection check
Inverter performance review
Monitoring system update

FINANCIAL REVIEW:
12 months of savings analysis
ROI calculation and projection
Utility rate change impact
System performance vs. warranty

CUSTOMER ENGAGEMENT:
Satisfaction survey (NPS)
Referral request
SunCare renewal
System expansion discussion
Testimonial/case study

Deliverable: Long-Term Customer Relationship

Time Investment: 8-12 hours annually Cost to Company: $400-600 (maintenance visits, labor)

3. JOB COSTING & PRICING MODELS
3.1 DETAILED JOB COSTING BREAKDOWN
Example: 10kW Residential System (Complete Package)

DIRECT COSTS: Equipment Costs:

Solar Panels (30 x 335W):
- Cost per panel: $150

- Total panels: 30

- Subtotal: $4,500

Inverter (10kW String Inverter):
- Cost: $2,200

- Quantity: 1

- Subtotal: $2,200

Racking System:

- Cost per watt: $0.25
- System size: 10,000W
- Subtotal: $2,500

Electrical Components:

- Wire and conduit: $800

- Disconnects and breakers: $400
- Grounding equipment: $300
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- Junction boxes: $200
- Subtotal: $1,700

Monitoring System:

- Hardware: $400

- Software license (annual): $120
- Subtotal: $520

TOTAL EQUIPMENT: $11,420
Labor Costs:

Installation Crew (23 days):

- Lead installer: $25/hr x 184 hours = $4,600
- Installer #2: $18/hr x 184 hours = $3,312

- Installer #3: $15/hr x 184 hours = $2,760

- Electrician: $30/hr x 80 hours = $2,400

- Helper: $12/hr x 80 hours = $960

TOTAL LABOR: $14,032

Project Management:

- Site assessment: 10 hours x $35/hr = $350

- Design and proposal: 20 hours x $35/hr = $700
Permitting: 12 hours x $30/hr = $360

- Project supervision: 40 hours x $40/hr = $1,600
- Commissioning: 8 hours x $35/hr = $280

TOTAL PM: $3,290

TOTAL LABOR COSTS: $17,322
Other Direct Costs:

Permits and Fees:

- Building permit: $450

- Electrical permit: $300
Utility interconnection: $250
- Engineering stamps: $400
Subtotal: $1,400

Logistics:

- Equipment shipping: $1,200
- Local delivery: $300

- Fuel and vehicle: $400

- Subtotal: $1,900

Insurance and Bonding:

- Project-specific insurance: $500
- Performance bond: $300

- Subtotal: $800
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TOTAL OTHER DIRECT: $4,100
TOTAL DIRECT COSTS: $32,842

INDIRECT COSTS (Overhead Allocation):

Company Overhead (20% of direct costs):
- Office rent and utilities

- Administrative salaries

- Marketing and sales

- Software and technology

- Insurance (general)

- Professional services

OVERHEAD: $6,568

TOTAL COSTS: $39,410

3.2 PRICING STRATEGY
PRICING MODEL:

COST BREAKDOWN:

Direct Costs: $32,842
Overhead (20%): $6,568
TOTAL COST: $39,410

PRICING OPTIONS:

OPTION 1: STANDARD MARGIN (25%)
- Total Cost: $39,410

- Margin: 25%

- Selling Price: $52,547

- Gross Profit: $13,137

- Price per Watt: $5.25

OPTION 2: COMPETITIVE MARGIN (30%)
- Total Cost: $39,410

- Margin: 30%

Selling Price: $56,300

Gross Profit: $16,890

- Price per Watt: $5.63

OPTION 3: PREMIUM MARGIN (35%)
- Total Cost: $39,410

- Margin: 35%

- Selling Price: $60,631
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- Gross Profit: $21,221
- Price per Watt: $6.06

RECOMMENDED PRICING: $55,000 - $58,000
(Rounds to attractive number, 30-32% margin)

3.3 PAYMENT SCHEDULE
Total Project Price: $56,000

PAYMENT MILESTONE 1: CONTRACT SIGNING

- Amount: $22,400 (40%)

- Timing: Day 1

- Purpose: Secure commitment, cover initial costs
- Triggers: Signed contract

PAYMENT MILESTONE 2: EQUIPMENT DELIVERY
- Amount: $16,800 (30%)

- Timing: Day 45

- Purpose: Cover equipment costs

- Triggers: Equipment delivered to site

PAYMENT MILESTONE 3: INSTALLATION COMPLETE

- Amount: $11,200 (20%)

- Timing: Day 75

- Purpose: Cover labor costs

- Triggers: Installation finished, pre-inspection

PAYMENT MILESTONE 4: FINAL INSPECTION
Amount: $5,600 (10%)

Timing: Day 90

- Purpose: Retention, ensure quality

- Triggers: PTO received, system operational

TOTAL: $56,000

3.4 FINANCING OPTIONS

Option A: Cash Payment - Full payment: $56,000 - Discount: 5% ($2,800) - Final Price: $53,200
- Customer saves: $2,800 - Company receives: $53,200 immediately

Option B: Solar Loan (7 years, 6.5% APR) - Down payment: $5,600 (10%) - Loan amount:
$50,400 - Monthly payment: $720 - Total paid: $60,480 - Customer cost: $60,480 - Company

receives: $56,000 (loan company pays)

Option C: Lease/PPA (20 years) - No upfront cost - Monthly payment: $280 - Annual escalator:
2.9% - Total paid: $80,000+ - Customer cost: $80,0004 - Company receives: $45,000 upfront (from
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lease company)

4. CREW OPTIMIZATION SYSTEM
4.1 CREW STRUCTURE
Standard Installation Crew:

CREW A (STRUCTURAL TEAM):
- Lead Installer (Supervisor)
* Experience: 5+ years
Certifications: NABCEP, OSHA 30
Rate: $25/hour
Responsibilities: Quality control, customer communication

L

- Installer #2 (Experienced)
* Experience: 2-3 years
Certifications: OSHA 10
Rate: $18/hour
Responsibilities: Racking installation, panel mounting

* ¥ *

- Installer #3 (Apprentice)
* Experience: 0-1 year
* Certifications: OSHA 10
* Rate: $15/hour
* Responsibilities: Material handling, assistance

CREW B (ELECTRICAL TEAM):
- Licensed Electrician
* Experience: 5+ years
* License: Master Electrician
* Rate: $30/hour
* Responsibilities: All electrical work, inspections

- Electrical Helper
* Experience: 1-2 years
Certifications: Electrical apprentice
Rate: $12/hour
Responsibilities: Wire pulling, assistance

* ¥ *

4.2 CREW SCHEDULING OPTIMIZATION
Multi-Project Scheduling:

WEEK 1-2: PROJECT A (Installation Phase)
- Crew A: Full time on Project A
- Crew B: Available for other projects

18



WEEK 3-4: PROJECT A (Electrical Phase)
- Crew A: Moves to Project B (Installation)
- Crew B: Full time on Project A

WEEK 5-6: PROJECT A (Finishing)

- Crew A: Continues Project B

- Crew B: Moves to Project C (Electrical)

- Crew A (2 people): Returns to Project A for finishing

EFFICIENCY GAINS:

- Crew utilization: 90%+ (vs. 607 without optimization)
- Projects completed simultaneously: 3-4 (vs. 1-2)

- Revenue per crew: $180,000/year (vs. $120,000)

4.3 PRODUCTIVITY METRICS
Key Performance Indicators:

INSTALLATION SPEED:

- Panels per day: 15-20 (target)

- kW installed per day: 5-7 kW

- Days per 10kW system: 15-20 days

QUALITY METRICS:

- First-time inspection pass rate: 95J+
- Rework rate: <5Y%

- Customer complaints: <2

- Safety incidents: 0

FINANCIAL METRICS:

- Labor cost per watt: $1.40-$1.60
- Overhead per project: 15-20%

- Gross margin: 28-35j

- Net margin: 12-18%

5. QUALITY CONTROL FRAMEWORK
5.1 INSPECTION CHECKPOINTS
Phase-Gate Quality System:

GATE 1: DESIGN REVIEW
Structural calculations verified
Electrical design reviewed
Equipment specifications confirmed
Permit requirements checked
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Customer approval documented
APPROVAL REQUIRED: Engineering Manager

GATE 2: PRE-INSTALLATION
Site prepared and safe
Materials delivered and inspected
Crew briefed on project
Customer communication confirmed
Weather forecast reviewed
APPROVAL REQUIRED: Project Manager

GATE 3: STRUCTURAL COMPLETE
Racking installed per design
Attachments secure and waterproof
Alignment within tolerance
Conduit runs complete
Photo documentation uploaded
APPROVAL REQUIRED: Lead Installer + PM

GATE 4: ELECTRICAL COMPLETE
A1l wiring per code
Voltage testing passed
Grounding verified
Labeling complete
Monitoring system functional
APPROVAL REQUIRED: Licensed Electrician + PM

GATE 5: PRE-INSPECTION
A1l work complete
Site cleaned
Documentation ready
Customer walkthrough done
Inspection scheduled
APPROVAL REQUIRED: Project Manager

GATE 6: POST-INSPECTION
All inspections passed
PTO received
System commissioned
Customer trained
Warranty registered
APPROVAL REQUIRED: Project Manager + Customer

GATE 7: 30-DAY REVIEW
System performance verified
Customer satisfaction confirmed
Any issues resolved
Referral requested

20



SunCare enrolled
APPROVAL REQUIRED: Customer Success Manager

5.2 QUALITY ASSURANCE TOOLS
Digital Quality Management:

PHOTO DOCUMENTATION:

- Minimum 50 photos per project

- Required shots:

Before installation (all angles)
Roof/wall condition

Each installation phase
Electrical connections
Waterproofing details

Final installation (all angles)
Customer handoff

* X X X X ¥ *

INSPECTION CHECKLISTS:

- Digital forms on tablets

- Real-time completion tracking

- Automatic alerts for failures

Photo attachment required

GPS and timestamp verification

PERFORMANCE MONITORING:

- Real-time production tracking

- Automated alerts for underperformance
Monthly performance reports

Warranty claim tracking

- Customer satisfaction scores

6. REVENUE IMPACT ANALYSIS
6.1 CURRENT STATE (Before Optimization)
Annual Performance:

Projects Completed: 50

Average Project Size: 10kW
Average Project Price: $50,000
Annual Revenue: $2,500,000

Average Project Duration: 120 days
Crew Utilization: 60%

Gross Margin: 20%

Net Margin: 8%
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Gross Profit: $500,000
Net Profit: $200,000

6.2 OPTIMIZED STATE (After Implementation)
Annual Performance:

Projects Completed: 75 (+50%)

Average Project Size: 10kW

Average Project Price: $56,000 (+12%)
Annual Revenue: $4,200,000 (+68%)

Average Project Duration: 75 days (-38%)
Crew Utilization: 907 (+50%)

Gross Margin: 30% (+10 points)

Net Margin: 15% (+7 points)

Gross Profit: $1,260,000 (+152%)
Net Profit: $630,000 (+215%)

6.3 DETAILED REVENUE IMPACT
Year 1 Improvements:

REVENUE INCREASES:

1. More Projects (50 = 75): +$1,250,000

2. Higher Prices (efficiency value): +$450,000
3. Reduced Discounting: +$100,000

TOTAL REVENUE INCREASE: +$1,700,000

COST REDUCTIONS:

1. Labor Efficiency: -$180,000

2. Material Waste: -$75,000

3. Rework Elimination: -$120,000
4. Overhead Optimization: -$85,000
TOTAL COST REDUCTION: -$460,000

MARGIN IMPROVEMENTS:

1. Better Job Costing: +5 points

2. Reduced Waste: +3 points

3. Higher Utilization: +2 points
TOTAL MARGIN IMPROVEMENT: +10 points

NET PROFIT IMPACT:
- Revenue increase: +$1,700,000
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- Cost reduction: +$460,000
- Margin improvement: +$420,000
TOTAL NET PROFIT INCREASE: +$430,000

6.4 5-YEAR FINANCIAL PROJECTION

YEAR 1:

- Revenue: $4,200,000

- Gross Profit: $1,260,000 (30%)
- Net Profit: $630,000 (15%)

YEAR 2:

- Revenue: $5,250,000 (+25%)

- Gross Profit: $1,680,000 (32%)
- Net Profit: $840,000 (16%)

YEAR 3:

- Revenue: $6,300,000 (+20%)

- Gross Profit: $2,142,000 (34%)
- Net Profit: $1,134,000 (18%)

YEAR 4:

- Revenue: $7,560,000 (+20%)

- Gross Profit: $2,721,600 (36%)
- Net Profit: $1,512,000 (20%)

YEAR 5:

- Revenue: $9,072,000 (+20%)

- Gross Profit: $3,447,360 (38%)
- Net Profit: $1,996,560 (22%)

[e3]

-YEAR TOTALS:

Cumulative Revenue: $32,382,000

- Cumulative Gross Profit: $11,250,960
- Cumulative Net Profit: $6,112,560

7. IMPLEMENTATION PRICING STRUCTURE
7.1 CONSULTING & IMPLEMENTATION FEES
PHASE 1: ASSESSMENT & PLANNING (Month 1)

Deliverables: - Complete operational audit - Process mapping and gap analysis - Crew capability
assessment - Technology needs analysis - Implementation roadmap - Financial projections

Investment: - Upfront Fee: $15,000 - Time Commitment: 80 hours - Team: 2 consultants
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Payment Terms: - 100% upon engagement

PHASE 2: SYSTEM DESIGN & SETUP (Months 2-3)

Deliverables: - Standard operating procedures (7 phases) - Quality control checklists - Job costing
templates - Crew scheduling system - Digital tools setup - Training materials

Investment: - Upfront Fee: $25,000 - Monthly Retainer: $5,000 x 2 months = $10,000 - Total
Phase 2: $35,000 - Time Commitment: 160 hours - Team: 2 consultants + 1 technical specialist

Payment Terms: - 50% upfront ($17,500) - 25% at Month 2 ($8,750) - 25% at Month 3 ($8,750)

PHASE 3: TRAINING & ROLLOUT (Months 4-5)

Deliverables: - Crew training (all levels) - Management training - System implementation - Pilot
project execution - Process refinement - Performance tracking setup

Investment: - Monthly Retainer: $8,000 x 2 months = $16,000 - Training Materials: $4,000 -
Total Phase 3: $20,000 - Time Commitment: 120 hours - Team: 2 trainers + 1 consultant

Payment Terms: - 50% at Month 4 ($10,000) - 50% at Month 5 ($10,000)

PHASE 4: OPTIMIZATION & SUPPORT (Months 6-12)

Deliverables: - Monthly performance reviews - Process optimization - Troubleshooting support -
Quarterly business reviews - KPI tracking and reporting - Continuous improvement

Investment: - Monthly Retainer: $4,000 x 7 months = $28,000 - Time Commitment: 20
hours/month - Team: 1 consultant (on-call)

Payment Terms: - Monthly invoicing ($4,000/month)

7.2 TOTAL INVESTMENT SUMMARY
YEAR 1 IMPLEMENTATION COSTS:

Phase 1 (Assessment): $15,000
Phase 2 (Design): $35,000
Phase 3 (Training): $20,000
Phase 4 (Support): $28,000

TOTAL YEAR 1: $98,000

PAYMENT SCHEDULE:
- Month 1: $15,000
- Month 2: $17,500
- Month 3: $8,750
- Month 4: $10,000
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- Month 5: $10,000
- Months 6-12: $4,000/month ($28,000)

TOTAL: $98,000

7.3 ROI ANALYSIS
INVESTMENT vs. RETURN:
YEAR 1 INVESTMENT: $98,000

YEAR 1 RETURNS:

- Additional Net Profit: $430,000

ROI: 339%
Payback Period: 2.7 months

[e2]

-YEAR RETURNS:

Total Investment: $98,000 (Year 1 only)
Cumulative Additional Profit: $4,112,560
- 5-Year ROI: 4,099%

7.4 PERFORMANCE-BASED COMPENSATION (OPTIONAL)
Alternative Pricing Model:

OPTION A: FIXED FEE (Above)
- Total: $98,000

- No performance risk

- Predictable costs

OPTION B: HYBRID MODEL

- Base Fee: $60,000 (60% of fixed)

- Performance Bonus: 5% of incremental net profit

- Year 1 Bonus: $21,500 (5% of $430,000)

- Total Year 1: $81,500

- Client saves: $16,500 vs. fixed fee

- Consultant earns more if results exceed projections

OPTION C: PURE PERFORMANCE

- Base Fee: $30,000 (30% of fixed)

- Performance Bonus: 10% of incremental net profit
- Year 1 Bonus: $43,000 (10% of $430,000)

- Total Year 1: $73,000

- Client saves: $25,000 vs. fixed fee

- Highest risk/reward for consultant
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RECOMMENDED: OPTION B (HYBRID MODEL) - Balances risk and reward - Aligns
incentives - Protects both parties - Motivates performance

8. SUCCESS METRICS & KPIs
8.1 OPERATIONAL KPIs
Project Execution:

METRIC: Average Project Duration

- Baseline: 120 days

- Target: 75 days

- Measurement: Days from contract to PTO
- Tracking: Weekly

METRIC: First-Time Inspection Pass Rate

- Baseline: 70%

- Target: 95%

- Measurement: J, passing without corrections
- Tracking: Per project

METRIC: Crew Utilization Rate

- Baseline: 60Y%

- Target: 90%

- Measurement: Billable hours / available hours
- Tracking: Weekly

METRIC: Rework Rate

- Baseline: 15

- Target: <5%

- Measurement: J of projects requiring rework
- Tracking: Per project

Financial KPIs:

METRIC: Gross Profit Margin

- Baseline: 207

- Target: 30%

- Measurement: (Revenue - Direct Costs) / Revenue
- Tracking: Monthly

METRIC: Net Profit Margin

- Baseline: 8Y

- Target: 15%

- Measurement: Net Profit / Revenue
- Tracking: Monthly
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METRIC: Revenue per Employee

- Baseline: $125,000

- Target: $210,000

- Measurement: Annual Revenue / FTE
- Tracking: Quarterly

METRIC: Project Profitability

- Baseline: Unknown

- Target: Track all projects

- Measurement: Actual vs. estimated costs
- Tracking: Per project

Customer KPIs:

METRIC: Net Promoter Score (NPS)

- Baseline: Unknown

- Target: 60+

- Measurement: Customer survey (0-10 scale)
- Tracking: Post-project + quarterly

METRIC: Customer Satisfaction (CSAT)
- Baseline: Unknown

- Target: 4.5/5.0

- Measurement: Post-project survey
- Tracking: Per project

METRIC: Referral Rate

- Baseline: 10%

- Target: 40%

- Measurement: 7 of customers referring
- Tracking: Quarterly

METRIC: SunCare Adoption

- Baseline: 30Y%

- Target: 70%

- Measurement: % of customers enrolled
- Tracking: Monthly

8.2 DASHBOARD & REPORTING
Weekly Dashboard:

PROJECTS IN PROGRESS:

- Project A: Day 45 of 75 (60% complete)
- Project B: Day 20 of 75 (27% complete)
- Project C: Day 5 of 75 (7% complete)
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CREW UTILIZATION:
- Crew A: 927, (target: 90%)
- Crew B: 88Y, (target: 90%)

THIS WEEK'S MILESTONES:

- Project A: Equipment delivery
- Project B: Installation start
- Project C: Permit approval

ISSUES & RISKS:

- Project A: Weather delay (2 days)
- Project B: None

- Project C: Permit pending

Monthly Dashboard:

FINANCIAL PERFORMANCE:

- Revenue: $350,000 (target: $350,000)
- Gross Margin: 28}, (target: 30%)

- Net Margin: 14% (target: 15%)

- Projects Completed: 6 (target: 6)

OPERATIONAL PERFORMANCE:

- Avg Project Duration: 82 days (target: 75)
- Inspection Pass Rate: 927, (target: 95%)

- Crew Utilization: 87% (target: 90%)

- Rework Rate: 8% (target: 5%)

CUSTOMER PERFORMANCE:

NPS: 58 (target: 60)

CSAT: 4.4/5.0 (target: 4.5)
- Referrals: 2 (target: 3)

- SunCare: 65% (target: 70%)

ACTION ITEMS:

1. Reduce project duration by 7 days
2. Improve inspection pass rate

3. Increase crew utilization

4. Reduce rework rate

Quarterly Business Review:

Q1 PERFORMANCE SUMMARY:

FINANCIAL:
- Revenue: $1,050,000 (vs. target: $1,050,000)
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- Gross Profit: $294,000 (28}, margin)
- Net Profit: $147,000 (14}, margin)
- Projects: 18 (vs. target: 18)

OPERATIONAL:

- Avg Duration: 85 days (vs. target: 75)
Pass Rate: 90% (vs. target: 95%)

- Utilization: 85% (vs. target: 90%)

- Rework: 10% (vs. target: 5%)

CUSTOMER:

NPS: 55 (vs. target: 60)

CSAT: 4.3/5.0 (vs. target: 4.5)
- Referrals: 7 (vs. target: 9)

- SunCare: 627, (vs. target: 70%)

Q2 PRIORITIES:

. Reduce project duration to 75 days
. Achieve 95), inspection pass rate

. Increase crew utilization to 90%

. Reduce rework to <5

. Improve NPS to 60+

gD wWwN -

9. IMPLEMENTATION TIMELINE
9.1 MONTH-BY-MONTH ROLLOUT
MONTH 1: ASSESSMENT & PLANNING

Week 1:
Kickoff meeting with leadership
Operational audit begins
Process documentation review
Crew interviews and assessments

Week 2:
Job costing analysis
Project timeline review
Quality control assessment
Technology evaluation

Week 3:
Gap analysis completion
Opportunity identification
Financial modeling
Implementation roadmap draft
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Week 4:
Roadmap presentation
Stakeholder alignment
Resource planning
Phase 2 preparation

DELIVERABLE: Implementation Roadmap

MONTH 2-3: SYSTEM DESIGN & SETUP

Month 2:
SOP development (Phases 1-4)
Quality control checklist creation
Job costing template design
Crew scheduling system design
Digital tools selection

Month 3:
S0P development (Phases 5-7)
Training materials creation
Technology implementation
Pilot project selection
Change management planning

DELIVERABLE: Complete System Documentation

MONTH 4-5: TRAINING & ROLLOUT

Month 4:
Management training (2 days)
Crew leader training (3 days)
Installer training (2 days)
Electrician training (2 days)
Pilot project launch

Month 5:
Pilot project monitoring
Process refinement
Additional training (as needed)
Full rollout preparation
Success metrics baseline

DELIVERABLE: Trained Teams + Pilot Results

MONTH 6-12: OPTIMIZATION & SUPPORT
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Month 6:
Full system rollout
Weekly check-ins
Issue resolution
Performance tracking

Months 7-9:
Monthly performance reviews
Process optimization
Quarterly business review
Continuous improvement

Months 10-12:
Advanced optimization
Best practice documentation
Year-end review
Year 2 planning

DELIVERABLE: Optimized Operations

10. RISK MITIGATION
10.1 IMPLEMENTATION RISKS

Risk 1: Crew Resistance to Change - Probability: Medium - Impact: High - Mitigation: *
Early crew involvement in design * Clear communication of benefits * Incentives for adoption *
Gradual rollout with pilot * Ongoing support and training

Risk 2: Technology Adoption Challenges - Probability: Medium - Impact: Medium - Miti-
gation: * User-friendly tool selection * Comprehensive training * Technical support availability *
Backup manual processes * Gradual technology introduction

Risk 3: Customer Disruption During Transition - Probability: Low - Impact: High - Mitiga-
tion: * Pilot with select customers * Clear customer communication * Maintain quality standards
* Quick issue resolution * Customer satisfaction monitoring

Risk 4: Financial Investment Concerns - Probability: Low - Impact: Medium - Mitigation:
* Clear ROI projections * Phased payment structure * Performance-based options * Quick wins
demonstration * Regular financial reporting

11. CONCLUSION
11.1 SUMMARY OF VALUE

What You’re Getting: 1. Complete operational transformation system 2. Proven processes and
workflows 3. Financial models and pricing tools 4. Quality control framework 5. Crew optimization
system 6. Performance tracking dashboard 7. Implementation support 8. Ongoing optimization
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Expected Results: - 50% more projects completed annually - 30-40% faster project completion
- 10-20 point margin improvement - 80% reduction in rework - 50% improvement in customer
satisfaction - $430,000+ additional net profit (Year 1) - 339% ROI on implementation investment

Timeline to Results: - Month 1: Planning complete - Month 3: Systems ready - Month 5: Pilot
complete - Month 6: Full rollout - Month 9: Measurable results - Month 12: Full optimization

11.2 NEXT STEPS
To Move Forward:

1. Review this implementation guide
e Understand the processes
o Evaluate the investment
e Assess internal readiness

2. Schedule kickoff meeting
o Align on objectives
e Confirm timeline
o Assign internal resources

3. Sign engagement agreement
o Finalize scope and pricing
o Establish payment schedule
e Define success metrics

4. Begin Month 1 assessment
e Operational audit
e Process documentation
e Gap analysis
e Implementation roadmap

Contact Information: - Email: [Your Email] - Phone: [Your Phone| - Website: WAIMI.xyz

Ready to transform your operations and add $430,000+ to your bottom line?
Let’s get started!

This implementation guide is part of the comprehensive Sunshine Energy Corp transformation
package. For guides on the other 7 strategic initiatives, please refer to the complete documentation
package.
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