INTERVIEW PACK AND SCORECARD
HVAC Service Manager
HVAC & Mechanical
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WHAT THIS SEAT IS
Runs the service department: dispatch, technician utilisation, call-back rate, maintenance agreement renewals and the margin on each. The job is a mix of operations and account management, and it owns the number most mechanical contractors actually live on.
HOW TO USE THIS
Ask the questions as written. They are technical rather than behavioural because a commercial trades hire fails on what the person can do, not on how they describe themselves, and because a question about a real piece of equipment cannot be answered from an interview-prep article.
Score against what a strong answer contains, which is printed under every question, rather than against how fluently the candidate speaks. That line is the difference between a scorecard and a feeling. Where a follow-up is given, ask it: it is chosen to separate someone who has done the work from someone who has read about it.
Write what the candidate actually said in the Said box, not your impression of it. You will be comparing notes with someone who was not in the room, and an impression does not survive that conversation.
RATING SCALE
	
	What it means

	1
	No evidence in the interview

	2
	Some evidence, not enough for the seat

	3
	Clear evidence, meets the seat

	4
	Strong evidence, beyond the seat


THE MISTAKE THIS SEAT INVITES
	Promoting the best technician into the seat. Field strength does not predict dispatch discipline, and the department loses its best diagnostician in the process.


TECHNICAL QUESTIONS (16)
	Q1
	What was your technician utilisation, and what did you do that moved it?

	Strong
	Gives a number and says how it was defined, because utilisation means different things in different shops. Then names a specific lever and what it was worth: a dispatch change, truck stock that cut return trips, better call screening, or planned maintenance used to fill the gaps. Improved efficiency with no number behind it is not an answer.

	Then
	What was it before, and over what period did it move?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q2
	How do you decide which maintenance agreements to let go at renewal?

	Strong
	Margin per agreement rather than revenue, travel time and route density, equipment condition driving unplanned work you cannot bill, payment behaviour and site access, and whether the account feeds project work. Says they raise the price first and let the customer decide rather than walking away from something that was only mispriced.

	Then
	Tell me about one you let go, and what it cost you to keep it the year before.

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q3
	A technician has a second call-back on the same unit. What happens next in your department?

	Strong
	Breaks the loop. Somebody different goes, more senior, and reads the full history before they leave the shop. The visit is reviewed first rather than just dispatched. Root cause gets written down, and the customer hears from the department before they ring in again. Sending the same technician for a third look is the answer to avoid.

	Then
	Who makes the call on who goes, and how quickly?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q4
	Two emergency calls land in the middle of a planned maintenance week. How do you rebuild the board?

	Strong
	Triages on contractual obligation and actual risk - life safety, a data room, tenants about to be sent home - then on who is nearest and qualified. Moves planned maintenance rather than dropping it, and rings the affected customers before they ring in. Knows a maintenance programme that is always the thing that gives way stops existing within a year.

	Then
	What do you say to the customer whose planned visit you just moved?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q5
	What do you measure on a technician besides billable hours, and why that?

	Strong
	Callback rate, first-time fix, whether the ticket is complete enough for the next person, agreement renewals on their accounts, safety, customers asking for them by name, and progress through credentials. Explains the reasoning: billable hours on their own buy speed, and speed without a callback measure is just a return trip you have already paid for.

	Then
	Which of those would you put a bonus against, and which would you only ever look at?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q6
	A callback was plainly the technician error. How do you handle it with the customer, and internally?

	Strong
	Owns it with the customer the same day, no charge, fixed fast, and no blaming the technician by name to the client. Separately, a private conversation that is coaching rather than humiliation and focuses on what they would do differently. A pattern is a different conversation, and they say so.

	Then
	At what point does it stop being coaching?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q7
	Walk me through pricing a maintenance agreement on a building you have never serviced.

	Strong
	Walks the site, or prices it provisionally pending a survey and says so in the proposal. Counts the equipment and its age, access difficulty, filter and belt counts, travel, after-hours obligations, and the deferred maintenance they are about to inherit. Names the exclusions explicitly. Would rather lose it than guess at it.

	Then
	What do you exclude, and how do you word it so it is not a surprise in month three?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q8
	What is your truck stock policy, and how did you arrive at it?

	Strong
	Built from what actually gets used and what actually causes return trips, weighed against the cost of carrying it. Counted and replenished on a rhythm rather than when someone notices. A policy with no usage data behind it is a guess, and they should say where the data came from.

	Then
	What is on the truck because of a second trip you got tired of paying for?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q9
	How do you decide when to add a technician rather than pay overtime?

	Strong
	Sustained overtime rather than a seasonal spike, response times slipping, backlog that will not clear, and overtime cost approaching a loaded salary. Also asks whether there is enough recurring work to carry the seat through the quiet months, and counts the attrition risk of running people hot as a real cost rather than a soft one.

	Then
	How many weeks of overtime before you start the conversation?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q10
	What does your on-call rotation look like, and how do you keep it fair?

	Strong
	Published well ahead, shared evenly, paid for carrying the phone as well as for the callouts, with a way to swap and some relief after a heavy night. The manager takes a turn. Knows an unfair rotation is a resignation with a date already on it.

	Then
	Who covers the week nobody wants, and what do they get for it?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q11
	A technician callback rate is rising. How do you handle it?

	Strong
	Looks at the data before the person: are they being sent the hard calls, the old equipment, the accounts nobody else wants? Then rides along rather than theorising. Decides whether it is skill, speed pressure, parts, or something going on outside work, and sets a coaching plan with a timeframe. Neither ignores it nor goes straight to discipline.

	Then
	What would the ride-along tell you that the numbers cannot?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q12
	What is your process for quoting work a technician found in the field?

	Strong
	The technician documents it with photographs and readings, there is a committed turnaround, somebody owns the quote by name, and pricing is consistent rather than invented per job. Follows up rather than filing it. Names the real failure mode: found work that never gets quoted is margin left sitting on the roof.

	Then
	How much found work turned into sold work last year?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q13
	How do you onboard a technician in their first thirty days?

	Strong
	Credentials verified in writing rather than taken on trust, riding with someone experienced, the paperwork and systems taught rather than assumed, their truck and tools sorted before day one, introductions to the accounts they will carry, and the measures they will be judged on given to them at the start rather than at the first review.

	Then
	What do they do alone in week one, and what do they not touch?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q14
	What do you do with an account that is profitable but abusive to your people?

	Strong
	Protects the people. Documents the incidents, raises it with someone senior on the customer side, sets conditions in writing, and is willing to resign the account. Does the arithmetic out loud: replacing a good technician costs more than the margin on one contract, and the rest of the crew is watching what you tolerate.

	Then
	Have you ever resigned an account over it?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q15
	How do you forecast parts and inventory for a season?

	Strong
	Last season usage against the equipment population actually under contract, known failure patterns on specific models, lead times that have got worse rather than the ones in their head, and a deliberate buffer on the items whose absence causes a second trip. Checks the forecast against what actually happened.

	Then
	What did you get wrong last season?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q16
	How do you train technicians on equipment you have only just taken on?

	Strong
	Manufacturer training and documentation obtained before the first call, a lead technician who goes first and writes up what they learned, early calls run in pairs, and honesty with the customer about the ramp-up rather than pretending. Does not send somebody cold and hope the ticket reads well.

	Then
	What do you tell the customer during the ramp-up?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



STRONG-CANDIDATE SIGNALS
Rate these from the whole conversation and the resume rather than from one answer.
	Signal
	Evidence
	Score

	Talks about utilisation, call-back rate and agreement renewal rate as numbers they owned
	
	1 [ ]  2 [ ]  3 [ ]  4 [ ]

	Has grown a maintenance agreement base, not just serviced one
	
	1 [ ]  2 [ ]  3 [ ]  4 [ ]

	Came up through the field - departments rarely accept a manager who cannot read a work order
	
	1 [ ]  2 [ ]  3 [ ]  4 [ ]


VERIFY BEFORE AN OFFER
Not after. A credential taken on trust at offer is the most expensive thing on this page.
	Credential
	Status
	Verify with
	Done

	EPA Section 608 Universal
	Required
	Certifying organization card
	[    ]

	State mechanical or HVAC contractor or master license
	Where the state requires it
	State licensing board lookup with renewal dates tracked
	[    ]

	OSHA 30 construction
	Preferred
	Training provider card and DOL card number
	[    ]

	Manufacturer service training on the equipment lines the company carries
	Preferred
	Manufacturer training records
	[    ]

	Valid driver's license
	Required
	Motor vehicle record run through the company insurer
	[    ]


DECISION
	Total score
	          out of 76



	[    ]
	Hire. The evidence is on the page.

	[    ]
	Hire with reservations. Name them, and name what would close them in the first ninety days.

	[    ]
	Do not hire.



	Reason
	





	Interviewer
	Date
	Hiring manager
	Date

	
	
	
	


Two notes on reading the total. There is no pass mark here: where the line sits depends on the market you are hiring in and how long the seat has been open, and a threshold we invented would be worse than the judgement you already have. But a 1 on any question that matters for the seat is usually a no whatever the total says, because the total can hide it.
