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The slow week is a self-inflicted wound

Most home service owners treat a light schedule as a demand problem and reach for paid

ads to fix it. That's usually backwards. The average HVAC, plumbing, or electrical company is

sitting on hundreds of past customers who already trust them, already paid them once, and

are statistically due for more work. Acquiring a brand-new customer costs 5 to 7 times more

than reactivating an existing one, and your past customers convert at 3 to 5 times the rate of a

cold lead.

The reason your schedule has holes isn't that the market is dry. It's that nobody is

systematically reaching out to the people most likely to book. A furnace you installed three

years ago needs a tune-up. A water heater you serviced in 2021 is now eight years old and on

borrowed time. That work exists right now in your own database — you're just not asking for it.

This guide is about building a repeatable system to mine your existing customer base so that

every week starts with a full board, not an empty one.

Build your reactivation list first

Before you send a single message, segment your customer list. You're looking for the people

whose next job is predictable based on what you already did for them.

A practical rule: any customer you haven't touched in 9–12 months should be on a reactivation

track. For a shop with 800 past customers, that's often 250–400 people worth real revenue.

Time the outreach to the trigger, not the calendar

Generic "we miss you" blasts get ignored. The messages that book are the ones that arrive

when the customer has a reason to act. Tie every outreach to a trigger:

Maintenance-due: Anyone past their annual service interval. A tune-up done 13+ months

ago is a warm rebooking.

→

Equipment age: Water heaters at 8–10 years, furnaces and AC units at 12–15 years, are

prime replacement conversations.

→

Lapsed members: Customers who let a maintenance plan expire — they already saw the

value once.

→

One-and-done: People who used you once for an emergency and never came back.

They don't dislike you; they just forgot you exist.

→
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Make the message specific and easy to say yes to. Reference the actual equipment, the

actual last visit, and offer two concrete time windows ("Thursday morning or Friday

afternoon?"). A yes/no question with two options books more jobs than an open-ended "let

us know."

Fill the gaps in this week's board, not just next quarter

Reactivation isn't only a long-game play. Use it to patch holes in real time. When a tech

finishes early or a Tuesday afternoon opens up, that empty slot is pure lost margin — the truck

and labor are already paid for.

Keep a running "fill-in list" of flexible customers who said they're not urgent but want the work

done eventually. When a gap appears, offer them a same-week slot, often at a small

incentive. A landscaping crew with a rained-out morning can text three deferred customers

and refill the afternoon. The job you book into an idle hour is nearly all profit.

Slot type Action Typical fill rate

Same-week gap Text flexible-list customers 20–35%

Seasonal pre-book Anniversary + season trigger 15–25%

Equipment-age replacement Targeted age-based outreach 5–12%

Track the two numbers that matter

You can't improve what you don't measure. Track reactivation rate (booked jobs ÷ customers

contacted) and revenue per reactivation campaign. If you contact 300 lapsed customers

and book 45, that's a 15% rate — strong for this channel. Multiply by your average ticket and

you'll see why this beats most ad spend.

Seasonal pre-booking: Reach AC customers in March, heating customers in September

— before the rush, before competitors, while you have open slots.

→

Service anniversary: "It's been 12 months since we tuned up your system" lands far better

than a random offer.

→

Weather events: A heat wave or cold snap is the highest-intent moment you'll ever get.

Same-day outreach to your maintenance list during these windows fills next-day slots

fast.

→
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Then double down on what works. If anniversary messages outperform seasonal blasts, send

more of them. If a specific equipment-age segment books at 12%, build a recurring monthly

campaign around it. The owners who win at this aren't doing one heroic outreach push —

they're running the same tight system every single week.

Put it on autopilot with JobOS Pro

Doing this by hand means pulling lists, writing texts, and chasing replies — work that quietly

slips when you're busy running jobs. Scout, the Rebooking Agent in JobOS Pro, watches your

customer base for maintenance-due dates, equipment age, lapsed plans, and open

schedule gaps, then sends the right trigger-based message at the right moment and books

the reply straight onto your calendar. You set the rules once; Scout keeps the board full every

week without you lifting a finger. Start free at jobospro.com — no credit card.
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