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nce upon a time, there was a certain

trade press editor who lived in Subur-

bia, U.S.A. He lived in a decent house

with a nice little yard that hosted a fair
number of very old, very tall, very awesome trees.
These trees provided the Editor’s house with fab-
ulous shade and made his back yard feel like a
forest. The Editor loved those trees.

One recent day, a storm flogged the area with
powerful winds causing many trees to shudder
throughout the land. In some areas, trees were
toppled causing all kinds of problems.

One tree in the Editor’s back yard suffered a
thunderous crack as one of its largest limbs (the
size of a small tree itself) split, causing it to par-
tially fall. It came to rest on a live power line at-
tached to the Editor’s house.

This was not good.

So the Editor called seven (yes seven) tree ser-
vice companies looking for help. Not one compa-
ny called him back over a two-day period.

Not one!

Then the Editor called the local electric utili-
ty to report the situation, only to be greeted by
an automated system that gave no options for his
situation. So he opted for reporting a power line
down.

Someone answered the phone immediately and
listened to his tale of woe.

“l am sorry sir,” the person said. “Our policy is
that we cannot come out and correct the situa-
tion unless the wire is on the ground.”

The Editor was flabbergasted. “So you’d rather
be reactive and wait until there is a deadly, dan-
gerous situation than be proactive and nip the is-
sue in the bud?” he asked.

“l am sorry sir. That is our policy. If the wire
comes down, call back and we will send a team
out immediately. In the meantime, we can sched-

ule you for a trimming service from our forestry
department. Someone will call you in one to 10
business days to set up an appointment.”

Seeing that he had no choice, that is what our
intrepid hero did and hoped the branch wouldn’t
rip out that power line for a week.

Then he had a thought. He called the utility
back and reported the wire was actually down.
Within two hours a crew was out and, while it
continued to rain and the wind swirled, they tack-
led the irksome branch with real professionalism.

The workers methodically planned their moves.
They climbed into the tree, secured the broken
limbs, then chainsawed, cut, and hacked until the
danger was no more. They left with a tip of their
hats after explaining that because it was rain-
ing, their policy was not to remove the material
strewn all over the yard.

And away they went. One of the workers acci-
dentally left behind his safety vest. The Editor tried
to call the utility to let them know, but once again
the automated system simply didn’t let him leave
a message about the vest or the quality of service.

Was the Editor pleased? On one hand, yes,
for the danger had been alleviated. On the other
hand, he felt both the tree service and utility in-
dustries left a bad taste in his mouth. So the over-
all experience was negative.

The moral of this story: Don't let your pol-
icies get in the way of a customer’s experience.
Tree service companies and High-Performance
HVAC Contracting companies are both in busi-
ness to make and keep customers. | am sure sum-
mer is equally as busy for the tree services as it is
for HVAC contractors. But that shouldn’t be the
excuse to not always put your best foot forward.

And for goodness sake, don’t rely only on auto-
mated systems to help customers. They don’t help.
They frustrate. And that is an epic fail. Wl
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Star-Kap® by Field Controls

A Star Kap is something that gives
spellcheck a problem, but trust me, it is
spelled correctly.

Have you ever driven around and
looked at flues? What is up with those
smashed B-vent caps on them?

Have you ever watched a bird bend
a B-vent cap so it could go in and build
a nest? By the way, have you ever seen
flues without caps?

The normal definition of a flue cap is a
rain cap. Yes, it is very important to keep
the rain out. Wet flues do not function
properly.

But what if there was a flue cap that
prevents the wind from blowing down
the flue? What if a flue cap could with-
stand being crushed when the roofer or
satellite guy leans on it? How about a flue

that birds and squirrels can't bend and
crawl into to build nests? In my opinion,
the answer to all these questions is the
Field Controls Star Kap.

The Star Kap is rated up to 1,000°F
temperature which means you can use
it with any fuel-burning equipment: gas,
oil, wood, coal, etc. It is the only flue cap
that we are aware of that is tested by
AGA (American Gas Association) Labs

and found to prevent downdrafts from
the wind. This attribute allows HVAC
equipment to operate safely.

Although their wind test simulates a
constant 10-minute downdraft, that isn't
a normal weather condition, except in
hurricanes and tornadoes.

During those conditions, downdraft
might be the least of your worries.

Star Kaps come in sizes from 4" to
14" and can be adapted to fit any flue
or chimney. Their cost is slightly more
than a B-vent cap, but they are two or
three times more functional. If wind is
your problem, the Star Kap is definitely
the answer!

To learn more, visit the Field Controls
website at ncilink.com/StarKap.

- By Jim Davis, National
Comfort Institute Senior Instructor
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By Mike Weil

Tetra Mechanical -

The Four Faces of Performance

etra Mechanical is an inter-

esting name for an HVAC

company. When you look up

the definition of the word,
‘tetra’, you'll find that it is a type of
South American fish. So, when I spoke
with Kent Donnelly about how the
company got that name, I learned an
interesting story about the company
and its owner.

You see, Donnelly
took over the manage-
ment of the company
at a young age after his
father suffered a severe
heart attack. At the
time, the family-owned
business was called
Sentinel Refrigeration — a name that
was, according to Donnelly, hard for
people to spell and remember. It also
didn’t seem to have any cache within
their marketing area.

He says he sat down and real-
ly analyzed the business, its perfor-
mance-based service delivery methods,
and its mission. He boiled everything
down to four attributes, which he calls
the Four Faces of Performance.

“Everything we do is about fairness,”
Donnelly explains. “I'm talking about
fairness in our approach to technol-
ogy, in our treatment of the team, as
well as in our pricing and delivery to
customers.”

He adds that in geometry, a tetrahe-
dron is a triangular pyramid with four
equal faces or planes.
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Kent Donnelly

“For me, | felt the tetrahedron truly
represented our four faces of perfor-
mance. One face represents the Earth
because we are stewards of the planet.
Another represents HVAC equipment
which requires us to do everything we
can to give it a fair shake to produce
comfort.

“The third face represents the cus-
tomer. We must pro-
vide them a fair price
for the job we do. And
the last face is for our
company. We must be
as responsible and fair
to our employees as we
are to our customers.”

Donnelly shortened
tetrahedron and the company’s new
name became Tetra Mechanical.

DESTINED FOR HVAC

The company was founded by Kent's
father, Mike Donnelly. Donnelly, a
World War Il veteran, made a good
living as a salesperson working for the
Coca-Cola company. One of his cus-
tomers was a refrigeration contractor
who also did work for Coca-Cola. Kent
says his father was very intrigued by
refrigeration and made good friends
with this contractor.

In 1962 or 1963, Mike Donnelly had a
dispute with Coke regarding a commis-
sion they refused to pay him. So he left,
and with his friend the refrigeration
contractor, started Sentinel. Unfortu-
nately, his partner died very shortly af-

ter starting the
business (not
even three

months lat-
er) leaving Mike
with a company that
he had very little knowl-
edge about from a technical or
business standpoint. He had to fig-

ure it out on his own.

Which he did. According to Kent,
his dad rented a commercial refrigera-
tor and ice machine and disassembled
them to figure out how they worked.
He then reassembled them.

“Then he went out and did what he
did best — selling business,” Kent says.

At a very young age, Kent watched
as his father brought non-working
compressors home to work on.

“l just gravitated toward mechan-
ical things,” he says. “My dad would
bring home motors and let me tear
them apart. By the age of seven, |
could pretty much rebuild semi-her-
metic compressors on my own. Dad
would order the parts and | could re-
build them. Then Dad would rein-
stall them at the job site.”

Kent Donnelly, who by his nature
prefers to work on his own in the back-
ground, says that people thought of
him as the Michelangelo of refrigera-
tion and air conditioning, destined for
greatness.

“Where Michelangelo was born with
a hammer and chisel in his hands,”
Donnelly explains, “people say | was
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born with a set of
magnehelic gauges and
wrenches in my hands.”

He humbly wanted to be the best at
fixing everything in refrigeration and
air conditioning without any fame.

TETRA MECHANICAL TODAY

From the beginning, the company
has been in the commercial refriger-
ation business. As time went by and
air conditioning became affordable
by homeowners, the company focus
evolved to include this relatively ‘new’
part of the industry into its offerings.
Today Tetra continues serving both
the commercial and residential mar-
ketplace, though Kent says most of it
is now in air conditioning.

“The refrigeration business is very
demanding and very hard,” he explains.
“It requires dedicating long hours and
lots of supervision. Frankly, it was too
grueling, and I just couldn’t teach peo-
ple how to do refrigeration fast enough.
Plus, there are other companies dedi-
cated to the refrigeration business that
can do a much better job than us.

“So, we focus on commercial and
residential air conditioning.”

Tetra’s revenues are split 50-50 be-
tween them. Almost all of that is ser-
vice/replacement work with maybe
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1% from new construction. The com-
pany has 10 vehicles (though they are
down to nine right now because one
of their heavy-duty trucks was recent-
ly stolen). Of the nine, five vehicles
are currently active.

Three of the active trucks are dedi-
cated to commercial and the others are
a blend. “That,” says Donnelly, “is flu-
id. We change it around as we need.”

STRUGGLING TO BREAK
BARRIERS

Kent Donnelly describes himself as
always having a great love of figuring
things out and was keen to measure
and test out whatever he was working
on. Even as a 17-year-old, who took
over the business after his father suf-
fered a heart attack, his love was on
the tech side of things and he says he
had no idea how to run a business.

“This is my biggest weakness and |
struggle with it to this day,” he says.
“l looked at what I did as a craft and
absolutely loved it. I often worked
for free, doing favors for clients and
friends. It was fun! It never dawned
on me during the early years that |
had skills that very few others did,
and those skills had a
value.”

But taking on the
business side of things
was, in his words, a
baptism by fire forged
in the crucible of hard
knocks. The day he
took over, he was
thrown into the mid-
dle of a very large
commercial refriger-
ation project and had
to learn on the fly how
to price, project-man-

age, and keep control of the job site.

“One of my biggest struggles today
is how to sustain growth. We vacillate
between $5 and $8 million in gross
revenues annually. Then | stumble. |
get knocked down to around $1.5 mil-
lion and have to start over. This has
caused me to focus, in the last five
years, on learning how to be a better
business person.”

This resulted in the business being
on track at the beginning of 2020 to
hit $5 million in revenues. Donnelly
says he runs a staff of 12 people.

Then, like every other business in
America today, the COVID Pandem-
ic combined with the shelter-in-place
directives changed everything. Now he
says he hopes to hit $3 million in 2020.

“Every year it’s like | get to a point
and then hit a barrier or a wall.”

To overcome that barrier, he says
he knows that both business and
technical training are a must and he
is committed to making that happen
for himself and his co-workers.

EDUCATION AND TRAINING
While still working for his father,
Kent says his Dad encouraged him to

A typical commercial rooftop unit installation from Team Tetra.
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attend college and study computer/
electrical engineering. Reluctantly he
did, but says it didn’t grab him the way
mechanical work did. Even though he
earned an associate degree and lat-
er attended UCLA for mechanical en-
gineeering, he says that his best edu-
cation was from professionals in the
field, from on-the-job experiences.
“Back then, field technicians were
craftsmen and from them | learned
that everything had to be measured,
baselines established, and | had to

understand the meaning behind those
measurements.

“This is what Rob Falke and the
team at National Comfort Institute
(NCI) also teaches,” he says. “To me,
this is just the basics, but it is amaz-
ing how many HVAC and refrigeration
contractors don’t get the importance
of this. In fact, when | began seeing
some of the promotions for NCI train-
ing, 1 was all on board for that. Rob
was talking my language and | hoped
to learn new things,” he adds.

After that class Kent joined NCI and
has been a member since 1994.

The NCI training and the subsequent
certifications helped Donnelly hone his
skills and enabled him to jump into the
commercial air conditioning side of the
business. He became National Balanc-
ing Council (NBC) certified in 2011.
None of his other technicians have
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done the NBC training, but all have
taken NCI classes and are certified in
several of the disciplines.

PERFORMANCE-BASED
CONTRACTING™

Even though Donnelly and his team
have been testing and measuring ven-
tilation systems almost from the start
of the business, it wasn’t until they be-
gan formal training with the NCI or-
ganization that they packaged this
approach under the concepts of air

upgrades and
duct system
renovations.
“This is our
focus,” he ex-
plains. “But
it is not easy.
We face a lot
of resistance
from our res-
idential customers. That resistance is
based on the cost of this work.

“We test and measure every sys-
tem,” he continues, “and then share
the data that pinpoints where the sys-
tem is lacking. The hardest thing is to
talk about the dollars because it will
cost more than what they are used to.
For the consumers, that is a tough pill
to swallow.

“l believe that in our industry a lot
of contractors low-ball their prices
to close more sales. To make things
worse, consumers just don’t under-
stand what they are looking at because
contractors have not educated them.

“We must educate them. And we
do it mathematically. We show them
how much they will spend as well as
how much it will cost them over time
if they don’t invest the money in duct
renovations and/or air upgrades.”

Donnelly adds, “Then we take all
our findings and break them down
into bite-sized chunks, with the most
important and necessary repair at the
top of the list. We then list the other
repairs based on the cost of NOT do-
ing them over time. Sometimes that
means just doing insulation work.
Sometimes that means changing out
the equipment.”

He says the long and short of it is
that sometimes renovation work can
take a year or two because the con-
sumer just doesn’t want to pay for ev-
erything all at once.

“You have to figure out where you
can make the most difference and how
to help the customer understand the
benefits. And you must price it right,”
says Donnelly.

From Kent Donnelly’s perspective,
he struggled with pricing for years.
“One of my biggest problems was not
recognizing my value to the customer
equation.

“It took years of training and talking
with people like Rob Falke, John Ga-
rofalo, David Holt, and others to help
me understand that the skills | bring
to the marketplace have a great value
and | need to charge people what that
is worth,” he says.

BRINGING HOME THE VALUE

One of the key values Tetra Mechan-
ical brings to the table is how they take
the data from their testing and mea-
suring, then put it into a format that
helps consumers understand what is
happening with their HVAC system
and the solutions Tetra is proposing.
They do this using the cloud-based
software known as ComfortMaxx™
and AirMaxx™,

“We use ComfortMaxx every sin-
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gle day. It is fantastic at taking all the
data and creating easy-to-understand
reports that help us show customers
what is going on and why the renova-
tion work we propose is necessary.

“I love it,” Donnelly says.

“It allows me to single-handedly
take something that can be quite com-
plicated and present it visually and
mathematically so they can make the
best decisions based on their needs
and their budgets.”

Another value that Donnelly be-
lieves Tetra brings to the table is more
confidence based on their member-
ship to NCI. He says he used to find
it worrisome that his competitors had
no clue what static pressure is and why
a system operates the way it does. NCI
membership confirmed to him that

HVACTODAY.COM

what he was doing was correct and in
the customer’s best interest.

Besides, he says being an NCI
member enables him to forge bonds
with other like-minded contractors,
even local competitors, so they can
have a healthy competition and still
do things right.

“NCI has taught me that there are
S0 many opportunities for me to learn
and grow. Without that, | doubt very
much that | would still be in business
today. The performance-based ap-
proach has allowed me to grow as a
person as well as a contractor.

“In the end, the most important
lesson for me is finally understand-
ing that the business side of con-
tracting is equally important to the
technical side.

“l feel many contractors today need
to come to grips with that. Under-
standing the people side of things,
business management, leadership,
and forecasting is the only way to win.
These are the things | must get better
at. This is the core of what | call the
four faces of performance.

“In the end, owners are responsible
not only for the company’s success-
es but also for every single failure as
well. You are the steward of a tradition
that’s been around for more than 100
years and that is a big responsibility,”
Donnelly concludes.

It is for these, and many more rea-
sons, that High-Performance
HVAC Today magazine has selected
Tetra Mechanical of Simi Valley, CA as
the July Contractor Spotlight. %Mtl
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Evaluating and Correcting
Evaporator Performance

WHY DO YOU NEED TO MEASURE
STATIC PRESSURE? NONE OF THE OTHER
CONTRACTORS WHO QUOTED ME A NEW

SYSTEM HAVE TAKEN MEASUREMENTS.

CAN’TYOU JUST ADD MORE REFRIGERANT?

oes this sound familiar to you? Have

you ever felt lost as to where to start

when a customer’s system does not

provide comfort? Static pressure test-
ing can quickly give you insight into how poorly
the system is performing.

It also provides some talking points to discuss
with your customer. Evaporator coils and filters
tend to be the biggest contributor to excessive to-
tal external static pressure (TESP).

EFFECTS OF HIGH COIL PRESSURE DROP
As pressure drop across the coil increases, the
amount of energy required to move a volume of
air across the evaporator also increases.
For modern furnaces with electroni-
cally commutated motors (ECM), this
means the watt draw will increase as
the motor attempts to overcome the
pressure due to their variable opera-
tion. As the motor consumes more
energy, it decreases the equipment’s
Energy Efficiency Ratio (EER).
In older systems (which make up
the bulk of motors still in use to-
day), the Permanent Split Ca-
pacitor Motor (PSC) operates at
a fixed speed. As static pressure
increases, airflow decreases. Reducing
airflow across an evaporator can lead to a
variety of issues.
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For example, on the refrigerant side of the sys-
tem, technicians often misdiagnose low airflow as
an undercharged refrigerant circuit.

They are only looking at pressure-temperature
relationships. Insufficient airflow can also cause
register airflow to fall below the required heating
or cooling capacity to the point that customers no-
tice temperature differences between rooms.

High coil pressure-drop also impacts the lon-

gevity of major system components, such as the
compressor or heat exchanger. Under low airflow
conditions, inadequate heat is available to convert
all the liquid refrigerant to vapor, allowing liquid
refrigerant to enter the compressor. In heating
mode, low airflow will increase the temperature
rise of the heat exchanger.

If a system is allowed to cycle on and off be-
cause of excessive temperature, the result is often
acrack in the heat exchanger. Whether in heating
or cooling mode, airflow depends on a coil with a
pressure drop that matches the original design.

HIGH-PERFORMANCE HVAC TODAY

HOW TO MEASURE COIL
STATIC PRESSURE DROP

When evaluating the performance
of evaporator airflow, you need to use
a manometer with a static pressure tip
and hose to connect them. When in-
stalling a new coil, it is a best practice
to install your test port in a location
that avoids the refrigerant tubing be-
fore the coil installation.

Going one step further, for a low ad-
ditional cost, you can install a perma-
nently mounted static pressure tip to
avoid any mechanical damage caused
by repeatedly inserting static pressure
tips during maintenance visits.

First, determine a location to install
a static pressure port. Depending on
what type of equipment you are test-
ing, you should verify your probe will
not come in contact with belts, capac-
itors, or other electrical components.

In an existing system, you may not
be confident as to what is behind
the panel and may not want to drill
through it.

In these cases, you can install a test
port in the side of the furnace, test
through the limit switch hole, or use a
section of capillary tubing to measure
the pressure entering the coil through
the gap in the corner of the furnace’s
exiting opening flange.

When you have the pressure enter-
ing and exiting the coil, subtract exit-
ing pressure from entering pressure to
calculate the evaporator coil pressure
drop expressed by the symbol Ap.

HVACTODAY.COM

SOLUTIONS FOR COIL
PRESSURE DROP PROBLEMS
To solve pressure-drop prob-
lems with evaporator coils, you
need to identify and control the
source of the problem. Some com-
mon problems begin with a poor coil
choice, filter bypass, as well as return
duct leakage.

Another problem source is incorrect
airflow. This leads to insufficient con-
densation on the coil to remove par-
ticulate buildup.

Occasionally you may come across
excessively low coil pressure drop.
Typically, you need to look for a by-
pass around the coil. Other things to
look for include missing panels in-
side and along the sides of the coil, or
gaps between the drain pan and out-
er casing.

There are several solutions to cor-
rect an evaporator coil that has an ex-
cessive pressure drop.

The most effective way is to in-

stall coils that can move the correct
airflow at a low pressure drop. One
evaporator coil manufacturer, for ex-
ample, offers three-ton coils at an air-
flow of 1200 cfm that have a range of
static pressure drops from .2” to .4”.
By knowing the operating pressure

drop, we can select the coil rated at
.2” and ensure we meet the pressure
budget for a system with a PSC motor
rated at .5”.

If we choose a coil rated at .4”, that
will use 80% of the fan’s available
pressure. There is still one more op-
tion; by increasing to a 3 ¥2-ton coil,
we could reduce the pressure drop to
17,7 allowing for degradation due to
buildup on the coil.

If a previously installed coil is show-
ing signs of excessive pressure drop,
cleaning the coil will lower the pres-
sure drop in most cases. Before spend-
ing time cleaning the coil, make sure to
verify that the coil is installed correctly
and is appropriately sized for the sys-
tem airflow.

Use fan tables from the manufac-
turer’s installation instructions or the
National Comfort Institute Airmaxx
app (https://airmaxxlite.com/)
to verify blower airflow. Compare the
measured static pressure at the oper-

ating airflow to the man-
ufacturer’s rated static
pressure drop.
You may need to use
Fan Law Two (ncil-
ink.com/Fanl aws)
for when you encounter
airflow tables that do not
list your design airflow.
If you see that the coil
has a lower listed pres-
sure drop than the pres-
sure measured, cleaning
the coil is warranted. Along with clean-
ing the coil, you should minimize the
source creating buildup on the coil.

Look for leaks in the duct system
which bypasses the filter. Consider
adding weather stripping at the filter
to provide a better seal.

JULY 2020 11


https://airmaxxlite.com/
http://ncilink.com/FanLaws
http://ncilink.com/FanLaws

( TECHNICAL

COIL CLEANING

Coil cleaning techniques vary from
company to company. Some compa-
nies have policies that require using
water for cleaning. Water will rinse
the coil clean while minimizing dam-
age to the coils that can happen if you
use a corrosive chemical.

In reality, when cleaning a coil in
place or when the coil has been ex-
posed to cooking oils on its surface,
chemicals may be necessary.

After cleaning the evaporator, re-
store airflow to as close to design air-
flow as possible. Install a static pres-
sure port sticker and list the date,
coil pressure drop, and airflow on it.
This provides a reference for future
visits.

On each service or planned mainte-

nance visit, you can track the increase
in static pressure. Then you can create
a custom coil cleaning schedule that
reflects the individual coil’s installa-
tion quality, the customer’s level of
operation, as well as the environmen-
tal impact of buildup on the coil.

Be sure you’re not limiting your
troubleshooting to the evaporator
alone. Remember that the coil pres-
sure drop is only one component of a
system’s pressure budget.

Excessive pressure drop in other
components may reduce overall sys-
tem airflow, making the coil appear
to be within budget. Restoring air-
flow by correcting other components
may increase airflow through the coil,
which would increase the pressure
drop across the coil.

A BRIEF CASE STUDY

Recently | was on a job site with a
contractor. He had replaced an evapo-
rator and was having issues with the re-
frigerant cycle. The system evaporator
had a 40-degree temperature drop and
a pressure drop of .8”. The coil was ex-
ceeding the pressure budget of .2”.

We used a boroscope to perform a
visual inspection through our stat-
ic pressure port and found several is-
sues. The TXV sensing bulb had been
mounted upside down with its tubing
facing down. The insulation had fall-
en off the inside of the casing and had
frozen to the coil. Plus there was ex-
cessive coil bypass at the drain pan
through a three-inch gap.

After making corrections to the evap-
orator, the pressure drop decreased
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to .41”. This was a perfect example of
what happens if you pick up a coil with-
out looking at its engineering data.
The excessive coil pressure drop, along
with the overly restrictive electronic air
cleaner, left this system only able to de-
liver 80% of its airflow.

If the customer had been willing to

Install a static pressure port sticker like
the one pictured here to record your
measurement results.

wait for a better coil option to be or-
dered, the pressure drop would have
been lower. Originally the contractor
had offered a broader scope of work,
which would have addressed other
performance issues, but the customer
had a limited budget.

PROVIDE CUSTOMERS
CHOICES BASED ON DATA
In many cases, we are not able to
make all the corrections we want. But
through testing and collecting data, we
can provide customers with the infor-
mation they need to make an informed
decision and have reasonable expecta-
tions of the results within their budget.
When a customer asks me why |
need to perform a static pressure test
when other contractors don’t, my an-

swer is to provide them with enough
information to understand the prob-
lem, how severe it is, and what results
to expect from the options available.

So, tool up, take the time to test sys-
tems, and discuss your solutions with
customers. It only takes a few min-
utes of practice on each job to master
static pressure testing and turn tests
into sales. ////(ﬁ'l

( \ Justin Bright is a field coach
and instructor for National
Comfort Institute, Inc. His
background is in designing,
installing, and servicing
HVAC and plumbing systems
for residential and commer-
cial systems. Today he trains
\—J students in all NCl disciplines
and is an instructor for NCl's Southern Califor-
nia Workforce Education & Training program.

Go to ncilink.com/ContactMe for more info.
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@ By Paul Vishnesky
s

How to Attract, Hire, and Retain

Good People

fter more than 25 years of working
with HVAC contractors, | have learned
quite a bit about the daily need-to-
hire challenges. | want to share a few
thoughts on what it takes to attract good people
into your business. Here are two key points to
remember:
B There is no shortage of good people. If you
think there is then read no further.
Bl You convince people to stay by simply meeting
their needs. If you're not sure how to do this, I
have a few ideas that will help.

ATTRACTING GOOD PEOPLE

If you want to acquire good talent, then why is
your hiring process all about you and not about
the candidate? National Comfort Institute has a
saying: “If you don’t measure, you're just guess-
ing.” This statement is just so true.

We measure all the time. Based on the informa-
tion our company gathers from thousands of job
applicants each week (data that we analyze regu-
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larly), we know that on average 90% of job seek-
ers who read your job ad leave without applying,
and more than 40% of job seekers who start read-
ing the ad for your job end up not completing it.

So here’s the question: Do you know how many
people see your job ad each week? Do you know
how many people start the process of filling out
the application for the position you need to fill?
Or how many complete it?

Why is this important? It is data you can use
to improve the success rate of your job advertise-
ments. Let’s face it: You can’'t change what you
don’t acknowledge. If you want to attract the best
people from within your market area, you must
believe in a very simple idea: Simply changing the
job ad messaging can have a huge impact on the
answers to all of the above questions.

After years of writing job ads that work, here
are five points I strongly suggest you consider if
you wish to attract quality applicants from your
market through an ad.

1. Think about what sets you and your
company apart from competitors? What is
it about your business that will convince someone
to quit their current job and come work for you?
Hint — it's not money.

2. Formal job titles are nice but be sure
you keep it simple. Search engines are the
name of the game. Having a job title like custom-
er assurance officer means nothing to nearly ev-
ery job seeker. But customer service is attrac-
tive to a large number of job seekers and gives
you the largest talent pool opportunity possible.

3. I have seen so many contractors copy a job
description they think sounds nice but, it is in-
credibly boring and says nothing about them or
their company. Job descriptions should re-
flect your company values — both for the po-
tential employee and the people they will serve.

4. Be positive about the position. You
want to catch their interest, not scare them away.
Did you know that 75% of candidates say “the ap-
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pearance of a job posting” affects their
choice to apply?

5. watch the job ad tone. This
highlights your culture, which I'll talk
about next. The job ad should match
whether your company has a laid-back
approach or is more formal. It can fo-
cus on whether you are all about good
employee relationships or maybe ca-
sual working conditions. My best ad-
vice is to be authentic and not some-
thing you aren’t.

RETAINING GOOD PEOPLE

What separates top-performing
HVAC companies from the rest is the
service delivery medium. That medi-
um is your people! So, it makes sense
that if you want to attract and retain
the best people, you need a culture
that supports this.

According to a 2013 Harvard Busi-
ness Review article by Michael D. Wat-
kins (ncilink.com/CompanyCul-
ture), “Company culture refers to the
personality of a company. It defines
the environment in which employees
work. Company culture includes a va-
riety of elements, including work en-
vironment, company mission, values,
ethics, expectations, and goals.”

A big part of company culture is the
relationship between management
and the employees. One of my closest
mentors used to tell me, “The quality
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of a relationship is a function of the
extent in which it meets the needs of
the people involved.”

How well your people rate that rela-
tionship is a function of how well their
needs are met. Owners/managers
should not have the objective of lead-
ing, guiding, or directing people. In-
stead, they should aim towards allow-
ing, challenging, and inspiring people
to blossom and grow.

FIVE CORNERSTONES

There are three things all people
need: Acceptance, Security, Validation.

Furthermore, here are five corner-
stones that, if put in place, can create
a culture of growth and lay the foun-
dation for success:
W Strive to manage people in a way
that protects and enhances their self-
esteem. If people feel unappreciated,
jerked around, underpaid, overworked,
and insecure, then you're perpetuating
mediocrity in your culture.
B Be objective and consistent in all
actions and decisions. Don’t run on
personal agendas, don’t play politics.
B Delegate all tasks that do not
uniquely require your attention. Man-
agers can become territorial: they hold
information back, don't let people go.
When that happens, people feel op-
pressed, bottlenecked.
W Focus on productivity, not activity.

B Lead by inspiration, but most as-
suredly lead. Someone needs to make
decisions, step up, and take the heat.

In the world today, because of ad-
vances in technology, training, com-
munications, and so on, there is par-
ity between most contracting firms.
The only differentiator is the people
who deliver your products and ser-
vices. Doesn’t it make sense then that
you must have the best people possi-
ble? This starts with how you go about
finding and hiring them through your
advertising and marketing, followed
up by providing them a strong culture
where they can thrive and grow.

I believe these are profound cor-
nerstones. Remember, success comes
from the inside out. By understand-
ing the numbers behind your market-
ing and advertising and adapting your
message accordingly, you can truly be-
come an impact player in your market.

Y
NI

"\ PaulVishnesky is president
of Hire Dimensions, Inc.,
Dallas, TX. The company
offers state-of-the-art hiring
solutions for the HVAC
Industry. Key among them is
teaching contractors how to
N/ create hiring strategies and
then using their Inbound Hiring Optimization
to help contractors significantly increase the
number of good job applicants. Go to ncilink.
com/ContactMe for more information.
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MARKETING /‘ By Jose Montes

Use Newsletters to
Generate Leads
from Existing
Customers

few years ago, | attended a seminar

about marketing where | learned how

to create and prioritize a marketing

strategy. The first and most important
part of that strategy is to focus on your current
customer. These are people who already know
you and have stuck with you over time.

I learned how reaching out to them in a news-
letter is an awesome way to stay in contact. Be-
fore that, we focused on using direct mail for the
most part. To me, it seemed like direct mail be-
came almost pointless. However, current tech-
nology changes help direct mail get more atten-
tion at a person’s home than it used to.

Bill and Patty Kennihan have used newsletters as
part of the business marketing plan for more than
10 years. As a member of National Comfort Insti-
tute, we used their services for as long as they con-

tinued to do them. The Kennihans and | be-

—

lieve in them so much that we continue to do them
with a marketing company twice a year. Yes, they
are expensive, but there is a lot of value to putting
a newsletter together for your customer base.

NEWSLETTERS AS EDUCATIONAL TOOLS

Here is how a newsletter provides value to your
customer and pays you back:

Education. Thisis agreat opportunity to pro-
vide tips or ideas on things to do at the home.
Newsletters can tie to the services you provide or
not at all. The key here is to give, not get. You may
share facts about IAQ while at the same time let-
ting customers know a bit about the products you
use and why.

Be the Expert. Showing your expertise is al-
ways beneficial and today you can enhance that
push using social media. But that is fleeting. A

newsletter allows you to have a more inti-
mate connection with those who might ac-
tually care about what you have to say.
Show your knowledge and teach them
about things they might not know, especially
regarding you and your company.

Personal Touch. Every newsletter goes

out with a first-person letter from our owner,
Bill Kennihan. He always shares some person-
al anecdotes or excitement about the contents
within the pages of the newsletter. You should
do this in your own newsletter. It allows read-
ers to get to know you better and learn what
you care about.
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We often include recipes and put
our logo next to them. If the custom-
er chooses to cut it out our logo might
make it into their recipe book and cre-
ate more impressions for our company.

Coupons and Offers. Every news-
letter goes out with three offers for our
customer base. At times, we also show
different discounts for our customers
versus non-customers.

For example, we might offer $250
off a ductwork renovation for exist-
ing customers and only $150 off for
non-customers. By the way, we also
post the lesser offer on our website
where potential customers are likely
to go. This shows loyalty to those who
are loyal to us.

Constant Reminder. Newsletters
are definite constant reminders so
customers can remember what com-
pany took care of their home. You can
also use it as a reminder for them to
maintain equipment, replace their fil-
ters, and more.

CONTENT PLANNING
IS IMPORTANT

When doing a company newslet-
ter for your customers, be intentional
about the content. Plan for who, what,
and when. In our experience sending
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it to customers who have used our
services in the last 5 years works best.
Furthermore, you should decide when
the newsletter will arrive in people’s
mailboxes and plan accordingly.

Think about the seasons and what
kind of services and products make
sense to talk about. Ifyou line up your
delivery with a weather change, like a
heatwave in May, it can be even more
impactful. Also, when the phone
rings, and it will, be ready in the office
to answer all customer questions.

By the way, | believe itis a great idea
to have your staff read the newsletter
and be familiar with it before it comes
out. This way
they will have an
idea about why
the customer is
calling and they
can answer with
confidence. This
can help them
book more calls.

HOW WE
TRACK LEADS

While the news-
letter’'s marketing
strategy may be
mostly about brand-
ing, historically they
have resulted in one
call for every hun-
dred and a Return
on Investment of
300% at a cost per lead of $120.

In our case, they more than pay for
themselves and we know that because
we track them. However, truth be told,
we'll never know the benefits of how
this interaction makes us trustworthy
to our customers. We do know it keeps
us top-of-mind with them.

YOU DON'T HAVETO DO IT
ALL YOURSELF

Most of us are so busy doing our jobs
that the idea of taking time out to put
together a newsletter is beyond us. But
it doesn’t have to be. You can find an
outside company or hire a college stu-
dent to do the physical work for you.

However, | strongly recommend
personalization in a newsletter. As
you look at third-party firms to help,
you may see they provide premade
newsletters filled with generic content
that are ready to mail short of your
logo. While these might be cheap, in

my opinion, this does
nothing for your branding or your re-
lationship with the customer.
Personalization is key. Even though
I recommend personalization, this
doesn’t mean you are writing every-
thing in it or figuring out all the de-
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tails. For example, our vendor, EB & L
Marketing (https://ebandimarket-
ing.com/) provides us with a menu
from which we pick different articles
for different sections.

This way we fill up the newsletter
with the content that we want for the
frame they have provided us.

The articles are populated into the
newsletter, then we get to see and edit
it accordingly. We take personaliza-
tion a step further by always writing
the opening article ourselves. For us,
that is usually done by our owner, Bill
Kennihan.

If you are not the writing type, your
vendor can create these for you based
on what you want it to say.

FYI: I have found Hudsonlnk
(hudsonink.com) is also is a good
source for newsletters. With them,
you decide how much content to in-
clude in the newsletter and they will
work with you.

When discussing newsletters with

your provider, make sure you know
what they include and what they don’t
include. For example, if you decide
you want them to write about a topic
for which they don't already have an
article done in house, there might be
extra charges.

Newsletters separate you from the
crowd, just like your NCI certification
does. It is one more way to show why
you are not like everyone else. Wl

/ N Jose Montes is the office

manager at Kennihan
Plumbing, Heating and Air
Conditioning, in Valencia,
PA. His industrial engineer-
ing background propels him
to always look for improve-
ment. As a contractor he
enjoys sharing what he has

N/ learned with others. Go to

ncilink.com/ContactMe for more info.
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PHOTO OF THE MONTH (13T T LT s

“No Cooling: Really?”

— Kent Donnelly, Tetra Mechanical, Simi Valley, CA

“We came out on a “no air conditioning” call and found this bit of artwork.
| was so stunned, my jaw hit my chest. | literally had no words.”

Kent Donnelly from Tetra Mechanical is the July 2020 winner of our
Photo-of-the-Month contest. He won in the What The Heck category, as voted on

by the subscribers to High-Performance HVAC Today (ncilink.com/HToday)
and visitors to the website. He will receive a $25 gift card.

You can too — submissions are always welcome. If you'd like to submit
a photo for consideration in our Photo-of-the-Month contest, go to
ncilink.com/POMSubmit and fill out the information as requested.

THE AUGUST CONTEST OPENS ON JULY 10, 2020.
That gives you plenty of time to submit something in any of our three
categories: The Good, The Bad, and the WTH (What the heck).

HVACTODAY.COM
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New Online Live Course:
Grow Profitably with
Airflow Upgrades

National Comfort Institute (NCI) re-
cently added a new online live course to
its growing repertoire of Distance Learn-
ing training. It is called Grow Profitably
with Airflow Upgrades Online Live
(ncilink.com/GrowAU).

This course addresses the fact that
typical air distribution systems lose an
average of 43% of their efficiency be-
cause of poor design and installation.
Why should your customers have to live
with these substandard systems?

The answer is: they shouldn’t. Taking
this training can help ensure they don't.

Grow Profitably with Airflow Up-
grades Online Live is a two-hour on-
line course that will help you discover
the many business opportunities avail-
able just by adding minor air duct reno-
vations to your residential HVAC service
and replacement business offerings.

HVAC contractors, managers, and sales
personnel should attend this class to learn
why Airflow Upgrades are so critical, and
how they can improve profitability. Each
student who successfully completes the
class will receive a digital Implementation
Quick Reference Guide and more.

Go to ncilink.com/OL-AirUpgrades
to see how this may be just the option

for your team.

For more information on other Dis-
tance Learning Courses available to you,
just go to ncilink.com/DistLearn.
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We've Restructured NCI

Online University!

You may notice some great changes
to the look and feel of our Online Uni-
versity. All the training has been reor-
ganized into logical learning steps.

Let’s take a look at the Advanced Tech-
nical Training category:

NCI Fundamentals 101 consists of
10 courses that will help your team un-
derstand the basics of airflow, what the
fan laws are and how they work, and ad-
dresses the impact of returns and grilles,
filters, and more. It also includes an intro-
duction to carbon monoxide.

NCI Fundamentals 201 has nine
courses that take your field people to the
next level once they’ve mastered the 101
series. From how to take duct traverses
to basic building pressure, this level sets
you up to understand Btu measurement,
how to calculate HSPS™ and CSPS™, and
so much more.

System Performance Testing features
eight courses covering the fundamen-
tals of HVAC system performance and
measured Btus. Techs will learn system
temperature measurement basics, fun-
damentals of equipment Btu measure-
ment, and system Btu measurement.

Another beneficial change: Members
receive a 10% discount on all classes
while those who have the Learning Ex-
cellence Premium and Learning Excel-
lence Online subscriptions get the entire
Online University included.

The NCI Online University Business Man-

NCI MEMBER UPDATE

agement Training follows a similar organi-
zation. There are 101, 201, and 301 levels
plus a four-module Path to Performance
with NCI’s 4-D Business Model course.

The Online University also offers Busi-
ness Performance 101 and 201 Training.

Plus, the Online University’s reorga-
nized Customer Service Training in-
cludes the following courses:

@ Customer Service Excellence

@ Proactive Customer Service 101
@ Proactive Customer Service 201
® HVACR for Rookies.

Don't forget about the library of NCI
Series Webinars — over 70 hour-long
recorded webinars on a variety of HVAC
subjects, led by NCl trainers and staff.

Get Your July 2020
PowerPack Today!

Your July 2020 PowerPack is ready.
This month it focuses on content to help
you integrate testing and diagnostics
into your company’s culture:

@® Top 10 HVAC Performance Based
Sales Obstacles (Download)

@ An Air Side Diagnostics Lesson
(Download)

@ CO Levels and Risk Chart (Download)
@® HVAC for Rookies (Online Training
Modules)

@® Master HVAC Pressure Diagnostics
with NCI Static Pressure Budgets
(Webinar).

To access your PowerPack today click
here: ncilink.com/PwrPak.

If you have any questions, or if you are
unable to access any of the tools in this
program, please contact your Customer
Care team at 800-633-7058.
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By Dominick Guarino

ONE MORE THING...

Summit 2020 Is Going Virtual!

—)

——

Dominick Guarino

is publisher of
High-Performance

HVAC Today magazine
and CEO of National
Comfort Institute, Inc.

He can be reached at
ncilink.com/ContactMe.
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s you know, there are still many challeng-
es with travelling during this pandemic.
In addition, we are faced with the strong
possibility of additional waves. For this
reason, we've decided to make this year’s High-Per-
formance HVAC Summit a virtual live event.

Virtual Summit Week 2020 is scheduled for Oc-
tober 5-9. The best part is you won't have to leave
the comfort of your home or office to participate. In
fact, we are making it easier and more affordable
than ever to “bring” more of your team to Summit
this year.

With NCI's improved communications technolo-
gy and our ability to create very interactive virtual
events, this year’s Summit is poised to be an event
like no other in our industry.

When the lockdowns first hit, NCI immediately
began investing in technology and curriculum de-
velopment to take as much of our training online as
possible. We built a robust video studio within our
headquarters training center, and continue to im-
prove and learn from our experiences.

In early April we began broadcasting live train-
ing and recertification events. In just a few months
more than 600 students participated in NCI’s live,
online training events with more than 300 achiev-
ing recertification in six different areas.

We also have several brand-new recertification
classes being rolled out over the next few months.

WHAT WILL OUR FIRST VIRTUAL SUMMIT
LOOK LIKE?

Our team is currently putting all the pieces in
place to create the most interactive online event
we have ever held. Nearly every feature of Summit
that our members and students have grown to en-
joy over the years will be virtualized to allow for in-
tensive interaction with our presenters, fellow con-
tractors, and our industry partners.

As advertised, this year’s theme will center around
coaching your team to high performance. Our gen-
eral sessions and breakouts are all focused on how
to communicate with and coach your entire team.

Our opening session will once again kick off with

our fun and informative game show, “Reach For
The Summit.” This year’s contest will also focus
on coaching. Attendees will actively participate by
assisting our contestants with “audience voting”
on correct answers. In “Reach For The Summit”
tradition, NCI coaches will provide commentary
throughout the session.

Each of this year’s breakout sessions will fo-
cus on communicating with and coaching dif-
ferent groups on your team. The session content
will help you provide a cohesive and consistent
experience for your customers as your compa-
ny delivers high-performance service, system re-
placement, and renovations. For details on this
year’s breakout session be sure to visit ncilink.
com/2020breakouts.

Virtual High-Performance HVAC Sum-
mit 2020 will include all the same events nor-
mally held during our in-person Summits, includ-
ing our ldea Meeting, where contractors bring
sales and marketing ideas and can win cash priz-
es, to our Virtual Tradeshow where you can learn
about the latest products and services from our in-
dustry partners.

Summit 2020 will also feature several general
session speakers, a special contractor panel discus-
sion, and our coveted NCI contractor and individ-
ual awards.

BONUS PRE- AND POST CONFERENCE
SESSIONS!

We will again offer several pre-conference ses-
sions on October 5th, and three post-conference
recertification classes on October 8-gth.

Registration will be open within the next few
weeks, and will include reduced conference fees
and special group pricing. In addition, you'll save
big by eliminating travel and hotel costs this year!

Be sure to mark your calendar for Summit 2020
the week of October 5th, and visit GoToSummit.
com for more details. We will soon be sending no-
tices when registration is open for what promises
to be the best and biggest High-Performance Con-
tractor virtual event of ZOZO!WI
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