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Case Study: How Standardized Project Handoff Accelerated Field Readiness

Client Profile
A $480 million mechanical contractor providing HVAC and refrigeration solutions for
commercial and institutional projects across multiple regions.

Challenge

During the Discover phase of the Building Excellence Blueprint™, Profitability Works (PWI)
identified a recurring pain point: field crews lost valuable time at project startup. Foremen
and crew, at the work site, regularly spent a full day reviewing drawings, clarifying scope,
and inventorying materials, delaying productive work from the outset. And this was done
with no input from sales, estimating, or project management other than a handoff package.

Inconsistent handoff materials from different project managers caused confusion,
inefficiency, and increased risk on every job. Productivity declined, early cost overruns
became common, and field teams, often working far from the office, lacked the critical
information and inventory needed to avoid costly rework.

The company needed a reliable, standardized process to transition projects from office to
the field, ensuring productivity from day one.

Our Approach

Working closely with client leadership, PWI assembled a cross-functional team of high
performers and process stakeholders. Together, we created, piloted and implemented a
standardized project handoff process that defined exactly what information, materials,
and communication must occur before field mobilization.

Key steps included:

e Developed a standardized handoff checklist to ensure every project included
essential information, scope summary, drawings, schedules, and material lists.

e Assigned clear roles and responsibilities for project managers, purchasing, and field
leadership in the handoff process.

e Required pre-installation meetings between project managers and foremen to
review scope, logistics, safety plans, and change order protocols.

e Implemented a material verification log so that field teams could confirm shortages
before mobilization, reducing downtime on site.

e Created a handoff package template in the project management system to ensure
consistency across all offices.
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Example in Action

Before the change, a foremen and crew could spend up to a day sorting through drawings
and inventorying delivered material just to get oriented. After implementing the
standardized handoff and pre-installation meeting, one project started in under an hour of
the field crew arriving on site; foreman briefing, site setup, and installation underway
before lunch. The clarity in information and readiness in material set the tone for the entire
project.

Results
Within three months, the results were clear:

e Average field startup time dropped from one full day to less than two hours.
e Productivity increased as crews began work faster and with fewer disruptions.

e Communication improved between project management and field operations,
reducing rework.

e Customer satisfaction improved due to the now “boots hitting the ground running”
culture.

e Early cost overruns, downtime, and rework were sharply reduced and project
margins improved by 14% as a portfolio (30% before and 34% after)

The Lesson
Every lost day at project startup compounds over the life of a project. Standardizing project
handoffs gives field teams clarity, confidence, and the tools to deliver results from day one.

If your projects start with confusion instead of coordination, let’s work together to
transform your handoff process.

Profitability Works helps trade contractors bridge the gap between project management
and field operations, so every handoff leads to a high-performance start.
Contact us to discuss how we can help you achieve faster, smoother project startups.



