
Contracting Business Success

If you’re still wearing every hat in your business, let me 
guess: You’ve got jobs delayed because the equipment 
wasn’t loaded properly; you’re chasing down techs for 
paperwork; you’re on the phone all day, fielding customer 
calls, complaints, and chaos.

Your office staff? Drowning in admin work that’s import-
ant, but not profitable.

You’re not alone. Most contractors are stuck in the grind 
— busy being busy instead of actually being productive. 
But the real cost? Missed birthdays. Zero vacations. A 
family that resents the business. A team that feels like 
it’s hanging on by a thread. And worst of all — you be-

come a prisoner to one or two employees that you’re 
terrified to lose.

I know this story too well because I lived it.

My Wake-Up Call

In my first two HVAC companies, I took on an owner’s 
mindset even though I wasn’t the owner. I answered calls 
late into the night, ran parts to job sites constantly, and 
spent more time playing therapist to techs than actually 
leading a business.

Eventually, I joined a third company that had it together. 
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Every department had the right people in the right seats. 
There were systems. There was trust. And I finally saw 
what real leadership and leverage could look like.

But then I started Relentless Digital, and, like most 
founders, I went right back into “do-it-all” mode: Market-
ing. Sales. Bookkeeping. CRM. Web design. SEO. I was 
doing it all and getting burnt out fast.

That’s when I remembered what made that last HVAC 
company successful: the owner wasn’t in the weeds — 
they had replaced themselves.

The Hard Truth About Letting Go

I wish I could say I just hired someone and handed every-
thing off. Spoiler alert: that doesn’t work.

I learned the hard way that delegation without documen-
tation is a disaster. No one will ever do it “like you” if you 
don’t show them how.

So, I started small. I recorded hundreds of Loom videos 
of myself doing every task — client work, reporting, 
email responses, SOPs, the whole nine. That became the 
training library that allowed me to build scalable pro-
cesses and eventually hand off responsibilities to team 
members.

Letting go was tough. I didn’t want to admit it at first, but 
trusting other people to do a good job was the hardest 
part. Your business is your baby. You expect everyone to 
care like you do. But here’s the truth: no one will ever care 
more than you — and that’s OK.

You can build a team that cares deeply, but your job is to 
lead them — not be them.

Start with These Delegations

If you’re ready to stop owning a job and start owning a 
business, here’s where to begin:

1.	Hire a CSR. If you’re a tech in the field, this is 
non-negotiable. Stop answering phones during jobs.

2.	Delegate your inbox and calendar. A virtual assis-
tant can handle 90% of this if you take time to train 
them.

Then look at your weekly grind. What are you doing at 
least three times per week that follows the same pro-

cess? Automate that. If there’s something you hate 
doing and suck at? Delegate it. Someone out there loves 
the work you loathe, and they’ll probably do it better than 
you.

The Tools That Make It Work

Here’s what we use at Relentless Digital:

•	 ClickUp for project and process management;

•	 Zapier to automate repetitive tasks and connect 
software; and

•	 EOS (Entrepreneurial Operating System) to run 
meetings and structure roles around each person’s 
“zone of genius.”

What’s Possible on the Other Side

Since implementing these systems, we’ve been named 
to the Inc. 5000 list of fastest-growing private compa-
nies two years in a row. We’ve won Inc. Best Workplaces. 
Our team has grown to 57 people — and I’ve been able to 
take vacations without being tethered to a laptop.

I’ve also enjoyed more 3–4 day weekends with my family 
in the past year than I had in the five years prior.

All of this happened because I finally got out of my own 
way.

My Message to the Contractor Still Holding On

If you’re clinging to things you hate doing, it’s time to let 
go.

Until you replace yourself, you don’t own a business; you 
own a job.

You can’t scale alone. You need people. You need sys-
tems. You need processes. And those need to be docu-
mented.

Start today: Record yourself during a maintenance call. 
Walk through it on camera like you’re training someone. 
Do the same in the office. Use Loom. Build a library.

Your future self and your future team will thank you.
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Joshua Crouch is Master of Digital Marketing at Relentless 
Digital, based on a decade of diverse experiences in the 
home services industry, particularly in HVAC. Relentless 
Digital provides marketing solutions for HVAC, plumbing and 
electrical contractors. Find him at https://www.relentless-dig-
ital.com/.

Joshua and David “Tersh” Blissett -- produce the “Business 
Success Mastery” podcast, and were named 2023 Pod-
casters of the Year by HVAC Tactical. Find their podcast at 
servicebusinessmastery.com.
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