Transforming a Family HVAC Business:

From Bank Work-Out to Record Profitability

Background Results

A second-generation, family-owned HVAC equipment

supplier with multiple retail and distribution locations Zi:ﬁg 1$200000 10 years
faced a critical financial crisis. The company was 522:000 s s later
generating consistent losses, had entered a work-out 100 T — 50M+
scenario with its bank due to covenant violations, and $21,000 400000

lacked the leadership experience necessary to navigate $20,500 ) '

back to profitability. With their business at risk, the $20,000 $(600,000)
organization engaged Empirical to develop and execute $19,500 $(800,000)

. : YEAR1 YEAR2 YEAR3 YEAR4 YEARS
a comprehensive turnaround strategy. (IS

The transformation delivered measurable improvements

Objective across all key performance indicators while maintaining
strong employee engagement throughout the process.

The client required immediate intervention to restore Key results included:

profitability and establish sustainable growth. Empirical’s

mandate was to conduct a rapid but thorough business * Inventory Optimization: SKU count reduced by 20%

while inventory turnover improved by 15%. Strategic
clearance sales accelerated the elimination
of underperforming products.

assessment, identify critical operational inefficiencies,
and implement an actionable plan to return the company
to positive cash flow and long-term viability.

» Supplier Relationship Enhancement: Negotiated

inventory exchanges with key suppliers, replacing
slow-moving stock with faster-turning, higher-margin

Methodology

Empirical deployed a cross-functional team of specialists products.
to conduct a holistic business review across leadership,
finance, product management, sales and marketing, and e Organizational Restructuring: Eliminated redundant

roles and reallocated resources to strengthen
leadership capabilities and sales effectiveness while
This comprehensive analysis informed the development preserving team morale.

of athree-pronged strategic intervention:

operational processes.

e Financial Recovery: The company achieved full
compliance with banking covenants and exited work-out
status within six months.

« Customer Stratification: Complete analysis and
segmentation of the client base to identify high-value
customers and develop targeted strategies to increase

wallet share with profitable accounts. e Sustained Growth: Profitability was restored within six

Pricing Strategy Overhaul: Development and months, with the company achieving record industry
implementation of a data-driven pricing framework that profits within twelve months. The business continues to

o o e . ) experience double-digit revenue growth years after the
maintained competitive positioning while ensuring

. ) ) initial intervention.
sustainable margins across all product lines.

« SKU Rationalization: Comprehensive inventory review
to eliminate redundant and slow-moving products that
consumed warehouse space and created operational
inefficiencies.
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