Arce consuLTING

A FIELD GUIDE FOR RESIDENTIAL INTEGRATORS

The AV Proposal Audit

9 hidden costs killing your margin — and what each one is

worth per year.

WHO IT'S FOR

Owners, sales engineers, and design leads at
custom AV / smart-home integrators running D-
Tools, designing to CEDIA standards, shipping
residential projects from $100K to $2M+.

WHAT YOU'LL FIND

Nine specific places integrators bleed margin
upstream of install day. Each entry includes the
symptom, why it happens, real-dollar impact,
and what a streamlined version looks like.



Arce Consulting - alejandro@arce.ca - arce.ca - Vancouver, BC



INTRODUCTION

Where the money actually leaks.

Most integrator margin conversations start at install. That's the wrong end of the pipe. By the
time the truck rolls, the meaningful decisions — scope, BOM, control architecture, network
sizing, power budget — have already been made or missed.

This audit walks the path from discovery to signature, marking the nine places we most
consistently see margin disappear. Each one is small in isolation; together they're the
difference between a 22% gross margin and a 34% gross margin on the same kind of project.

The numbers in this report are based on integrator-industry benchmarks, conversations with
shop owners and sales engineers across North America, and the implementation-pattern
audits we run when we're scoped into a project. The dollar ranges are intentionally
conservative.

If three of these nine apply to your shop, the cost of doing nothing — not renegotiating, not
retooling, not changing how proposals get made — is almost certainly larger than the cost of
fixing it.



THE NINE COSTS

Each one, what it's worth.

Ol Senior staff hours lost to manual D-Tools line-item
entry

Your most expensive people — the ones who should be in front of clients or doing
engineering review — are dragging products from the catalog one at a time and pasting
boilerplate scope text.

WHY IT HAPPENS

D-Tools is excellent at managing a library; it is mediocre at composing a proposal from a brief.
Without templates that match how you actually scope, every project starts from a blank
package and gets built by hand. Senior sales engineers do it because they're the only ones
who know which Crestron model pairs with which power conditioner and which rack
accessories are non-negotiable.

DOLLAR IMPACT

For a 4-person sales engineering team writing 6 proposals a month each, 5-8 hours per
proposal at a loaded rate of $95/hr is $137K-$219K per year of senior capacity burned on
data entry.

WHAT GOOD LOOKS LIKE

Templated package configurations (entry-level cinema, two-zone audio, full-home
Crestron) that auto-populate D-Tools with 80% of the BOM. The senior engineer's job is
to review and adjust the remaining 20%, not to build from zero.



()2 Revision ping-pong before the client ever sees vl

Internal review cycles between sales, design, and engineering eat a week before the proposal
goes out. Clients ask 'where are we?' and you stall.

WHY IT HAPPENS

No single source of truth for scope. Sales describes the project in an email or Salesforce
note; design interprets it; engineering catches what design missed; sales has to re-confirm
scope with the client; design redoes the rack elevation. Each handoff loses fidelity.

DOLLAR IMPACT

On a 30-proposal-per-month operation, shaving 3 days off the average pre-send cycle
moves 8-10 deals per quarter into a faster decision window. At a 35% close rate and $180K
average project value, that's $500K-$630K of revenue accelerated per quarter.

WHAT GOOD LOOKS LIKE

A structured client intake (rooms, use cases, control preferences, network topology)
that becomes the canonical brief. Design and engineering work from the same
document. One revision pass, not three.



03 Designer queue bottleneck (sequential handoft delays)

Your CAD/visualization designer is the chokepoint. Proposals stack up behind them. Sales
blames design; design blames the scope; the client waits.

WHY IT HAPPENS

Designers are doing 70% repetitive work — building rack elevations, SC schematics, and
room diagrams from libraries that are 90% the same project to project — and 30% genuine
design. The repetitive 70% blocks the queue.

DOLLAR IMPACT

A single designer earning $85K/yr fully loaded who is the bottleneck for 8 proposals/month is
effectively gating $12M-$18M of annual pipeline. A 50% reduction in their boilerplate
workload unlocks 4 additional proposals/month — meaningfully more pipeline through the
same headcount.

WHAT GOOD LOOKS LIKE

Pre-built block libraries for the rack configurations and room types you ship most often.
Designer time spent on the 20% that's unique to this client, not the 80% that's the
same as last week.



04 Power budget errors caught at install (rework costs)

The rack draws more than the dedicated circuit can supply. The amps clip under load. The
install crew has to call the electrician back, and the client now knows something went wrong.

WHY IT HAPPENS

Power budgets are calculated late — sometimes after the BOM is locked, sometimes by the
lead tech the week of install. A swap that happens mid-design (different amplifier, added
subs, added matrix) doesn't trigger a re-check.

DOLLAR IMPACT

Each rework site visit averages $1,800-$3,400 in truck rolls, labor, and the electrician callout.
On a portfolio of 60 projects/year with even a 15% rework rate, that's $16K-$30K direct cost
— plus the soft cost of a damaged client experience on a $300K project.

WHAT GOOD LOOKS LIKE
A power-budget calculation that runs automatically against the live BOM and re-
validates every time the equipment list changes. Caught before the proposal ships, not
at install.



O5 Crestron / control license miscounts

You discover at programming time that the project needs more Crestron Home licenses, more
Control4 driver slots, or an additional processor tier than what was quoted.

WHY IT HAPPENS

Control license logic depends on subsystem counts (zones, devices, third-party drivers) that
change as the project is scoped. The license check is a discrete step often done by the lead
programmer, not the proposal author.

DOLLAR IMPACT
A missed processor tier or 4-6 extra licenses is $1,500-$4,000 you eat to honor the quoted

price. On a busy integrator running 50+ residential projects per year, even a 10% miss rate is
$7,500-$20,000 of margin given back.

WHAT GOOD LOOKS LIKE
License requirements derived programmatically from the device list. As you add a zone
or a third-party device, the required licenses update in the BOM in real time.



6 Network port count mistakes

Switch capacity comes up short. You either add a switch on install day (and re-pull cables to
a new rack location), or you scramble for a temporary fix that you'll have to revisit.

WHY IT HAPPENS

Port counting is done from the room schedules. Adds late in design — an extra access point,
a second display, a wired controller — don't always trigger an update to the switch SKU. PoE
budget is the same problem, one layer down.

DOLLAR IMPACT

An on-site switch swap is $400-$900 in hardware plus 4-6 hours of senior tech time. The
bigger cost is the lost confidence: a client who sees the installer adding equipment that
wasn't planned gets quieter about referrals.

WHAT GOOD LOOKS LIKE
Network sizing — port count and PoE wattage — derived from the device list with a
20% headroom rule baked in. The switch SKU updates automatically as devices are
added.



07 Amplifier channel capacity mismatches

The amplifier shipped is two channels short of what the speaker layout actually needs. Or the
impedance load is wrong for the model selected.

WHY IT HAPPENS
Speaker counts evolve through design — a client adds outdoor zones, a designer subdivides
a great room into two listening areas — and the amp selection lags. Bridging, impedance, and

minimum channel count are reasoned about by the engineer, but not always validated against
the final BOM.

DOLLAR IMPACT

A wrong-amp swap at install is $1,200-$2,800 in hardware variance plus 6+ hours of tech
time and rework. Across 60 projects/year with a 10% rate, that's $9K-$22K — and a story the
lead tech tells everyone in the shop.

WHAT GOOD LOOKS LIKE

Speaker-to-amp validation runs against the room schedule and flags mismatches
before the BOM is locked. Channel count, impedance, and bridged-mode rules are
enforced by the tool, not by memory.



08 Product incompatibility caught too late

A display doesn't play nicely with the matrix at 4K/60 4:4:4. A speaker brand swap breaks the
DSP preset library. A new firmware version on the controller drops support for a third-party
driver.

WHY IT HAPPENS

Compatibility intelligence lives in tribal knowledge — your senior programmer knows, but it's

not in the proposal toolchain. Junior engineers and designers don't know what they don't
know.

DOLLAR IMPACT
Incompatibility caught at programming or commissioning means either a hardware swap

(margin loss) or a workaround the client lives with (referral risk). Estimate $2,000-$6,000 per
incident, conservatively 4-6 incidents per year for a mid-sized integrator.

WHAT GOOD LOOKS LIKE

A compatibility matrix that runs as a check on the BOM — matrix x display resolutions,
controller x driver support, DSP x speaker presets — before the proposal ships. The
senior programmer's knowledge encoded once.



09 Proposal-to-signature lag killing deal velocity

Clients who were warm at the meeting have cooled by the time the proposal lands. Decision
cycles stretch from weeks to months. Some go silent.

WHY IT HAPPENS

Two failure modes compound: the proposal takes 7-14 days internally to produce, and when it
lands it's a 40-page PDF the client has to interpret without you. The follow-up conversation
slips by another week.

DOLLAR IMPACT
On a portfolio with a 35% close rate, every 7 days added to proposal turnaround drops close
rate measurably — typically 4-6 percentage points based on integrator benchmarks. On 360

proposals/year at $180K average, a 5-point drop is $32M of pipeline closing $1.8M less per
year in won deals.

WHAT GOOD LOOKS LIKE

Proposal out in 48-72 hours of the discovery meeting. Delivered with an interactive
walkthrough (in person or recorded), not as a PDF dropped over email. Signature
happens while the room is still warm.

FROM THE FIELD

Three short stories.

Anonymized, but the dollar figures are real.



The $4,200 rack rebuild

A Toronto-area integrator we worked with caught a power budget error on a $480K
cinema project the day of install. The rack as specified pulled 22A on a 20A circuit once
the amps were under load. The fix: a second dedicated circuit, an electrician callback, and
rebuilding the rack with a different power conditioner. The hard cost was $4,200. The soft
cost — the client watching the install team huddle in the basement for two hours — was
harder to put a number on.

“Caught at install means caught too late.”

Five licenses that nobody quoted

Mid-sized integrator, twelve-zone Crestron Home job. Proposal was approved on the
strength of a clean BOM. At programming time the senior programmer discovered the
project needed five additional driver licenses for the third-party shading and lighting
integrations the client had asked for in week three of design. Sales had taken the change
on a phone call; nobody had pushed it through to a BOM update. The integrator ate
$3,800 to honor the quote.

“Every undocumented scope change is a margin leak.”

The deal that closed in eleven days

A West Coast integrator restructured their proposal process — pre-built package
templates, automated BOM, a 90-minute interactive walkthrough instead of a PDF. The
first project through the new system was a $310K home automation job. From discovery to
signhed contract: eleven days. Their prior average was thirty-eight. Same close rate; one
third of the cycle.

“Speed is a feature the client feels.”



WHAT'S NEXT

If any of this sounds like your shop.

I'm Alejandro Arce. | run Arce Consulting out of Vancouver. | help residential integrators put
modern Al tooling around the parts of their business that have been done by hand for fifteen
years — proposal generation, BOM validation, scope intake, client-facing walkthroughs.

What this looks like in practice: a 60-90 minute working session where we walk your current
proposal flow end to end, identify which of these nine cost centres are live in your shop, and
sketch what a 65% reduction in proposal turnaround would look like with your existing tools
(D-Tools, your CRM, your design library).

No deck, no sales sequence. You leave with a one-page diagnostic and a clear sense of
whether this is worth your time. If it is, we talk about how a pilot would work. If it isn't, you
have a sharper map of where your margin is leaking.

WORKING SESSION

60-90 minutes. No charge. No deck.

Reply to this email or write to alejandro@arce.ca and we'll find a time.
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