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For the one who knows the job inside and out

but lies awake wondering if the business will survive the month.

You built something real with your hands.

Now build something that works without them.
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Before You Pick Up a Wrench
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This book will not make you a better plumber.

If you want code tables, pipe-sizing charts, or step-by-step installation guides, you already have those resources. What most plumbers do not have is a system for turning good work into good income — and a business that holds together when they step back from the tools.

That is what this book does.

Each chapter addresses one specific decision every plumbing business owner faces: how to price so the margin is real, how to hire so the team does not collapse, how to market so the phone keeps ringing on its own. The I.P. Blueprint that runs through the book is not a theory. It is a framework built from the patterns of small plumbing operations that grew and the ones that stalled, and it can be applied immediately.

The numbers in this book are real industry benchmarks. The case studies are named, sourced, and verifiable. The templates are practical, not decorative.

Some chapters will confirm what you already suspect. Others will challenge what you have been doing for years. Both types are worth finishing.

Start at Chapter One or go straight to the chapter that is costing you money right now. The Quick Reference section at the back works either way.
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Your Reading Map
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This book is designed for three types of readers, and each has a direct path.

Path 1 — Just starting out or going independent

Read from the beginning. Chapters 1 through 5 build the foundation: identity, numbers, legal setup, pricing, and service definition. Do not skip Chapter 2. It contains the financial framework everything else depends on. Work through each chapter's worksheet before moving to the next.

Path 2 — Already running a business, looking to grow

Start at Chapter 6 (hiring) or Chapter 8 (marketing), depending on which problem is costing you more right now. Then work backward through Chapter 4 to stress-test your pricing. Chapters 10 and 11 cover cash flow and scaling — read those before adding a second truck.

Path 3 — Implementing across a team

Begin with Chapters 7 and 12. Chapter 7 covers SOPs and delegation. Chapter 12 covers brand, documentation, and business value — the parts most owners only think about when it is too late. Then bring the relevant worksheets to your team.

The Quick Reference section and Glossary at the back of the book are built for fast lookup on the job or in a meeting. Use them freely.
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About Calen Myric
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Calen Myric spent over a decade working in and around the skilled trades before turning full attention to the business mechanics of the industry. He studied the gap between plumbers who earned well and those who worked just as hard but cleared little — and found that technical skill was rarely the difference. What separated the two was almost always pricing structure, operational discipline, and the ability to attract and keep good customers. That observation became the foundation of this book.

The frustration that drove the writing was straightforward: most guides for plumbing business owners were either too abstract to act on or too shallow to shift anything. What was missing was a direct, number-grounded blueprint that respected the reader's existing expertise and gave them the business layer they were never taught. Myric has organized this book as that layer — practical, benchmarked, and built for someone who is already capable of doing the work.

Writes for people who need results, not theory.

A plumber in Ohio once told a consultant something that stopped the room cold. He said he had been in business for eleven years, had more work than he could handle, and had not given himself a raise in four of them. His close rate was somewhere north of ninety percent. His crew showed up every day. And on paper, by every measure he knew how to read, the business looked fine. Except it wasn't. He was working sixty hours a week and clearing less than his journeyman. The business was technically alive and personally ruinous.

Nobody talks about that one.

If you have ever pulled out your phone on a Sunday night and tried to figure out where the money went — despite a busy week, a full schedule, and jobs you know you did well — you already understand what this book is about.

If you are charging by the hour because flat rate feels dishonest, or because you tried it once, a customer pushed back hard, and you never raised the price again, this book is for you.

If you hired your first technician and the business got more expensive, not less — because you never built the procedures they needed to work independently — this book is for you.

If your marketing plan is word of mouth, and somewhere in the back of your mind you know that word of mouth is not a plan but an accident that could stop at any time, this book is for you.

If you took a sick day last year and spent it on the phone anyway, because the moment you stepped away the calls that came in were not handled correctly and you could not afford to let that slide, this book is written directly for you.

And if you have told yourself you will sort out the business side when things slow down — and things have not slowed down in years — you already know that moment is not coming on its own.

You are not bad at business. You were never taught business. Those are different problems with different solutions.

In Chapter 4, you will find something that contradicts what most plumbers believe about their pricing. There is a metric — your close rate — that most tradespeople track loosely if at all. When it is above eighty-five percent, most operators take that as a sign they are doing something right. The chapter shows why it almost always means the opposite: that you are undercharging and your customers know it before you do. A ninety percent close rate can be a warning sign disguised as a win. The fix takes one afternoon and changes every job after it.

In Chapter 6, there is a hiring decision that almost every growing plumbing business gets completely backwards. Most owners hire when they are overwhelmed — when calls are going unanswered, when they are working seven days, when the alternative is losing a job they cannot afford to lose. That is the worst possible moment to hire, and the chapter explains why panic hiring is one of the most expensive mistakes in the trades. There is a specific calculation that tells you when the math actually supports a new hire, and it almost never aligns with the moment the decision feels urgent.

In Chapter 11, you will see the specific point where most plumbing businesses stall — around $500,000 to $750,000 in annual revenue — and why crossing that threshold requires a change in role, not just a bigger schedule. Almost no one talks about why growth plateaus happen at that exact number. This chapter does.

These are not spoilers. They are reasons to keep reading.

Right now, you are probably doing three things that make a profitable business impossible — not because you are making dramatic errors, but because nobody showed you the system underneath the trade. You are pricing by feel or competition, which means your margin is determined by whoever you happened to quote last week and whoever your competitor happens to be charging in your zip code. You are marketing by accident — relying on referrals and reviews that come in when they come in, with no mechanism to increase them or replace them when they dry up. And you are running operations entirely out of your head, which means the business only functions when you are physically present, making decisions in real time, all day, every day. That is the before.

After working through this book, you will be able to set a flat rate for any job, show it to a customer without flinching, and defend it if they push back — because you will know exactly what it cost to produce and what it needs to return. You will have at least one customer pipeline that brings in leads without you making calls or posting on social media every day. And you will have the first version of an operating system — procedures, job sequences, and a pricing structure — that a technician can follow without calling you for every decision. That is a specific, achievable result. Not a guarantee the business becomes easy. It will not. But it will start working for you instead of the other way around.

The bridge is the I.P. Blueprint. It is five interconnected pillars — Pricing, Systems, People, Marketing, and Growth — that most plumbing business owners develop in the wrong order, which is why they stall. This book works through them in the sequence that actually builds on itself.

Here is what the old plumbing business guides get wrong: they treat the business side as a supplement to the trade. A chapter on marketing bolted onto a manual about pipe specs. A paragraph about business plans dropped into a licensing guide. That approach assumes you need a little business polish on top of your trade skills, which is not the problem. The problem is that running a business and doing the trade are two completely separate jobs, and almost no one teaches the first one to people who learned the second one in the field.

This book does not cover trade skills. It assumes you have them. What it covers is the decision architecture that determines whether those skills generate income or just keep you busy.

The cost of not learning this is specific. The plumbing industry in the United States is worth roughly $169.8 billion as of 2025. The top ten percent of plumbers earn more than $108,000 a year. The average plumbing business owner — with staff, overhead, and risk — often earns less than that top ten percent employee. The gap is not skill. The gap is the system.

Every year that gap is open, it compounds. Pricing too low for twelve months means you cannot afford the second truck that would let you take on more volume. No second truck means you are still on the tools at year five, doing the same math, getting the same result. And the industry is not going to fix this for you — the U.S. is projected to face a shortage of 550,000 plumbers by 2027, which means demand will not slow down, but it also means your competitors are just as busy and just as unlikely to figure out their numbers. The operators who build systems now are the ones who will be scaling while everyone else is still trading time for money at the same rate they were in year one.

You start at Chapter 1 by looking honestly at where you actually are — not where you think you are, and not where the revenue number on your invoice software suggests. Chapters 2 through 4 build the financial floor: what the business costs per hour to operate, what each job needs to return to cover that cost and leave a real margin, and how to build a price book that makes quoting fast and removes the need to negotiate every time. Chapter 5 helps you define which work is worth taking and which work you are doing out of habit or anxiety.

From there, Chapters 6 and 7 move into people and process — how to hire someone who makes the business more money than they cost, and how to write the procedures that let them do it without your constant supervision. Once the team and systems exist, Chapters 8 and 9 cover the customer side: getting found through local search and reviews, turning finished jobs into referral sources, and building repeat-customer relationships through maintenance plans that generate income between service calls.

Chapters 10 and 11 get into cash flow and scaling — the two forces that either open the next stage of the business or quietly prevent it from growing past a certain size. Chapter 12 steps back and asks what the business is actually worth as an asset, not just as a source of monthly income. Chapter 13 ties the whole system into a twelve-month action plan with month-by-month milestones.

Put down this book after Chapter 5 and you will already have a pricing system most of your competitors do not. Finish it and you have the full blueprint.
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Chapter 1: From Tradesperson to Business Owner: The Identity Shift That Changes Everything


[image: ]


You know a plumber who is technically outstanding — fast, clean, reliable — and whose business has been struggling for a decade. Not struggling to find work. Struggling to keep money. Every year is busier than the last, every year the numbers look roughly the same, and every year there is a vague sense that something is wrong that more jobs will not fix.

By the end of this chapter, you will be able to identify exactly where your current operation sits, name the specific gap between where you are and where a profitable business actually functions, and make one concrete decision that changes the direction of everything that follows.

What you will take from this chapter


—  Why technical excellence is a starting point, not a business advantage




—  The five pillars that determine whether a plumbing business generates real income




—  How to score your current operation honestly in under twenty minutes




—  The single commitment that separates operators from tradespeople




—  What the I.P. Blueprint is and how this book builds it, chapter by chapter
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1.1 The Technician Trap: Why the Best Plumbers Often Build the Worst Businesses
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The best plumber you know is probably not the most financially successful plumber you know.

That is not a coincidence. It is a structural problem with how technical trades tend to evolve into businesses — and understanding it is the first step toward escaping it.

The Pattern That Repeats Every Three Years

A skilled tradesperson gets tired of making money for someone else. They go independent. They are good at the work, word spreads, the phone starts ringing. At first it feels like success — they are their own boss, the schedule fills up, income improves. Then, quietly, the trap closes.

Because the business now depends entirely on them doing the work themselves, they can only grow as fast as their personal capacity allows. They cannot take a day off without losing income. They cannot get sick without the pipeline drying up. They cannot raise prices without risking the relationship-based referrals the whole operation runs on. And they absolutely cannot hire anyone, because training someone means not doing the work that pays the bills, and there is no system for a new person to follow anyway.

What started as freedom becomes a more exhausting version of employment.

What the Numbers Actually Show

Bill Tomasetti started Innovation Plumbing in 1991 with seven thousand dollars, a van, and a sub-contracting relationship with restoration contractors. For years he did what most solo plumbers do: took every job, worked every week, stayed busy. The business generated income but did not build anything.

The shift came when he stopped trying to do all types of work and instead built deep expertise in one niche — leak detection for insurance carriers. That single decision changed the economics. By specializing, he became the person insurance companies called, not just one of many available plumbers. The business eventually reached $480,000 per year in revenue with one person and a deliberately narrow service scope.

What would you have done in his position in year three? Most people keep doing all types of work because it feels like more income. The counterintuitive truth is that trying to serve everyone kept him in the trap longer than the decision to serve fewer customers better.

You might be thinking: my market is different, specialization would cut out too much business. That is exactly what Tomasetti thought before the numbers told him otherwise. The resistance to narrowing down is almost universal. The result of narrowing down is almost always better margin, not less revenue.

The Core Mistake: Confusing Technical Skill With Business Readiness

Technical skill — knowing the trade, doing it well, building a reputation — is a necessary precondition for a plumbing business. It is not sufficient for a profitable one. A profitable plumbing business requires a completely different set of capabilities: pricing that actually covers costs and margin, a system for finding and keeping customers, and at minimum the beginning of an operation that can function when the owner is not physically on the job.

Most plumbers learn the trade through apprenticeship and experience. Almost none of them learn business through any structured process at all. The result is thousands of technically excellent operators building financially fragile operations — not because they are bad at business, but because no one ever taught them the mechanics.

Here is the practical implication: for every hour you spend getting better at the trade, you need to spend at least some time getting better at the business. The two are separate skills. They require separate attention. And right now, most plumbing business owners are spending roughly zero structured time on the second one.

The calculation is direct: if you work sixty hours a week on the tools and zero hours on the business architecture, you will get sixty hours of income and no compounding effect. If you work fifty-two hours on the tools and eight on pricing, marketing, and systems, you build something that improves over time without requiring more of your hours.

This does not mean the business hours are wasted if the results are not immediate. A price book takes an afternoon to build and affects every job you price for the next ten years. An SOP for your most common service call takes three hours to write and saves that time every time a new hire needs to learn it. The return on business-focused time is not linear — it is cumulative. Which is exactly why most operators never invest it: the return is invisible for the first few weeks, which makes it feel unproductive compared to a service call that pays immediately.

The trap closes precisely because the feedback loop is backwards. Every hour on the tools produces immediate, visible income. Every hour on the business produces delayed, invisible compounding. The operators who escape the technician trap are not the ones who suddenly find more hours. They are the ones who decide to tolerate a period of delayed return in exchange for a fundamentally different business structure.

	Hours on Trade

	Hours on Business

	Result After Year 3


	60 per week

	0 per week

	Busy, flat income, no redundancy


	52 per week

	8 per week

	Growing margin, improving systems


	45 per week

	15 per week

	Team starting to function independently


	40 per week

	20 per week

	Business functions during time off



Key Insight: The technician trap is not about working too hard. It is about applying all available effort to the thing that keeps the business running rather than the thing that makes it grow. These are different tasks.

If X Then Y — if your income is determined entirely by the number of hours you work personally, then your business is not yet a business — it is self-employment with overhead. The goal of this book is to change that equation.
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1.2 What an Intelligent Plumber Actually Does Differently
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The term "intelligent" in this context has nothing to do with IQ or education. It has to do with operating strategically rather than reactively.

A reactive plumbing business answers the phone and figures out the price. A strategic one has already decided what each service costs to deliver and what it needs to return, so every call is answered with a number ready.

The Decision That Changes Everything Else

The difference between a struggling plumbing operation and a profitable one is almost never technical. It shows up in four recurring decisions that most business owners make badly not because they are careless, but because they have never been given a framework for making them well.

The first is pricing. Reactive operators price based on what competitors seem to charge or what they think the customer will accept. Strategic operators price based on what the job costs to deliver — labor, materials, overhead, and margin — and let the number determine itself. The second is hiring. Reactive operators hire when overwhelmed. Strategic operators hire when the math supports it, which is almost always earlier and calmer than the emotional trigger point.

The third is marketing. Reactive operators wait for referrals and hope the phone keeps ringing. Strategic operators build a system that generates leads consistently, so a slow week is a data point rather than a crisis. The fourth is operations. Reactive operators keep the process inside their own heads. Strategic operators write it down, so someone else can execute it at the same standard.

A Worked Comparison: Two Operators, Same Market

Consider two plumbers in the same city, same experience level, both independent for four years. Operator A takes every call that comes in, quotes based on feel, and handles all scheduling personally. Operator B uses a flat-rate price book, routes calls through a simple intake process, and takes Saturdays off.

At year four, Operator A bills about $180,000 and clears around $45,000 after expenses — working sixty-plus hours a week. Operator B bills $220,000, clears around $68,000, and works forty-five hours. The gap is not the amount of work. It is the system underneath the work.

The actual effort differential between these two operations is not enormous. Operator B spends roughly two hours a month reviewing financials, an afternoon a year updating the price book, and deliberate attention to which customers refer others and why. None of that is technically difficult. All of it compounds over time because it feeds back into better decisions on the next job and the one after.

Operator A is not lazy or unintelligent. He is operating without the decision-making infrastructure that would let him work fewer hours for better return. The infrastructure is what this book builds. It is not complicated to understand. It is uncomfortable to prioritize when there is always another job waiting.

What the comparison does not show is the stress differential. Operator A's income stops when he does. One injury, one family emergency, one slow week changes his financial position immediately and completely. Operator B has a pipeline that does not depend entirely on his physical presence, a pricing structure that does not require constant renegotiation, and a team that can handle standard calls without his oversight. His business is not more profitable because he is more talented. It is more profitable because he built a different kind of operation around the same trade skill.

The Role Shift

At some point, every successful plumbing business owner has to make a shift: from being the person who does the work to being the person who runs the business that does the work. This does not mean getting off the tools immediately or giving up the parts of the job you enjoy. It means adding a second role — operator — to the first one.

The operator role is not about sitting in an office. It is about spending some fraction of your available attention on the decisions that determine whether the business is financially healthy. Pricing. Hiring. Marketing. Cash flow. These are decisions, not activities. They take time but not necessarily the majority of your time.

What changes is not how many hours you work. What changes is what some of those hours are spent doing.

The Real Rule: The most important hour of your business week is not the one on the job. It is the one you spend reviewing the numbers that tell you whether the jobs are actually profitable.

If X Then Y — if you are currently the only person who can quote a job, schedule a job, and complete a job, then your business's growth ceiling is exactly your personal capacity. Adding a second person requires first building a system that does not live only in your head.
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1.3 The I.P. Blueprint: Five Pillars of a High-Income Plumbing Business
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The I.P. Blueprint is the framework that runs through every chapter of this book. It is not a theory. It is a sequence.

Most plumbing business owners who struggle are not missing all five pillars. They are missing one or two and building the others on an unstable foundation, which is why things that should work — more marketing, a new hire, a price increase — often do not produce the expected result.

The Five Pillars in Sequence

Pillar 1 is Pricing. Every other pillar depends on this one. If your prices do not cover your actual costs plus a real margin, marketing brings in more work at a loss, hiring costs more than it returns, and growth makes the financial problem bigger, not smaller. Pricing is not the most exciting topic in this book. It is the most important one.

Pillar 2 is Systems. This means documented processes for your most common jobs, a pricing structure that does not require you to think from scratch every time, and at least the beginning of an intake-to-invoice flow that someone other than you can execute. Without systems, you cannot hire effectively. Without hiring, you cannot scale.

Pillar 3 is People. This covers hiring, onboarding, retaining, and eventually managing. It is listed third because hiring before you have pricing and systems in place is expensive and chaotic. The operators who hire well almost always do it after they have built something for a new person to follow.

Pillar 4 is Marketing. Not advertising in the general sense
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