
CASE STORY
How Operational Clarity Turned a Seasonal
Slump into Profit for an Excavating Company

The Story Behind the Shift
For years, a growing excavating contractor appeared
successful on paper—revenue was steadily climbing, jobs
were coming in, and the future looked promising. But
beneath that surface, profits told a different story. Net
margins were thin, and every Q1 brought the same story:
losses that drained momentum and morale. The business
wasn’t broken—it was bloated, misaligned, and in need of a
structural reset. That’s when they turned to Pinpoint to
design a better way forward.

What Was Holding Them Back
Our assessment quickly revealed that profitability wasn’t
the issue—it was profitability leakage. The company owned
more machinery than it needed, draining cash flow through
underutilized assets. Estimating processes were
inconsistent, budgeting was loose, and job costs often ran
over without a clear understanding of why. With no reliable
system for projecting or managing expenses, the business
couldn’t capitalize on its growth—and Q1 remained a
persistent weak spot.

The results unfolded year over year:
2019: $1.17M revenue with $142K in profit
(12.15% margin)
2020: $1.7M revenue and $256K profit (15.05%
margin)
2021: $2.1M revenue with $320K profit (15.15%
margin)
2022: $5.4M revenue and a net profit margin of
16.8%

And the most striking shift happened in Q1—a
historically loss-making quarter. In 2019, Q1 posted a
$75K loss. In 2020, with new systems in place, that
quarter flipped to a $4.8K profit. By 2022, Q1 revenue
exceeded $650K, demonstrating that structural
alignment could beat even the most entrenched
seasonal patterns.

What Changed and
Why It Lasted

Together with the leadership team, we applied Empowerment Design to uncover the cost burdens hiding in plain sight. The
team identified unused equipment that could be offloaded, immediately reducing overhead and freeing resources for more
strategic investment.

Next, we worked side by side to build a standardized estimating and budgeting system that fit their reality instead of being
forced onto it. This gave the contractor new precision in planning and execution, with jobs now scoped accurately, priced
intentionally, and tracked with accountability.

But the real shift went deeper than tools or spreadsheets. Through this approach, the leadership team developed a
stronger financial rhythm, replacing guesswork with visibility and control. With aligned systems and clear metrics, they
were not just reacting to numbers but shaping their future with confidence and clarity.

Empowerment Design in Action
This evolution didn’t come from working harder—it came from working clearer. By shedding excess, redesigning financial
systems, and empowering leadership with real-time insight, this contractor didn’t just boost margins—they turned their
weakest season into a strength. That’s the result of intentional business design—and the kind of transformation that lasts.

How the Design Took Shape


