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FREE Monthly Download

This month’s download is

an instructional sheet on Ad-
vanced Calibration Procedures
for Fieldpiece SMAN 460 Refrig-
erant Gauges. This one-pager
is for use in the field by ser-
vice technicians who mea-
sure refrigerant in residential
systems.

The page details what is
necessary to conduct the cal-
ibration, and provides a check-listed calibration procedure.
Images depict the face of the instrument and highlight

exactly which settings are needed and how to set them.

Go to ncilink.com/md0419, or use your E E
phone with the QR Code below. -
By registering for free on NCI's website,
access this download and many more.

Online University
Featured in this issue is the third
module in our Customer Service Training
Series: Critical Elements of Customer
Service.Hereyou will learn about effective
approaches to customer service as well as
how your behavior affects the behavior of
others. Also covered:
® Demonstrating confidence as a problem solver
® Dealing with difficult customers and situations
® Choosing to provide superior customer service.
This course is intended for your customer E.
servicereps,serviceproviders,andcustomer
service supervisors.
Go to ncilink.com/ou0419 to learn more.
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BLOG POSTS

DO YOU KNOW YOUR HVAC FIELD
TESTING ACCURACY?

There still exists some prejudice with regard to the
accuracy HVAC field technicians can achieve when
testing comfort systems in people’s homes. Rob
Falke examines how he sees that changing, what

decisions are being made by engineeers, design-

ers, vendors, and suppliers based on those changes, and how
you fit into this brave new world.
Read more at ncilink.com/FieldAccuracy.

MEASURE YOUR HVAC MARKETING MESSAGE
In the Performance-Based Contracting™ Industry, if you don't

measure, you're just guessing. Well the same
is true when it comes to marketing. In this blog
post, Mike Weil explores how to measure this and
why it's important.

Read more at ncilink.com/MktgMeasures.

Heard Around The Web ...
THE ENTREPRENURIAL SPIRIT SHINES ON

National Comfort Institute (NCI) customer Jim Patterson is the
owner of Orchard Valley Heating and Cooling in Southampton,
MA. His son, Brian, had an innovative product idea that lead to
their first manufactured product
offering, the HVACIV®. That idea
eventually evolved into a new
business called JB Solutions.

The company now has
two products that it recently
launched:
® HVACIV, an automated
biocide injection system for
condensate drains
® Humidicycle® system, a de-
vice that recycles the water that
is typically wasted during flow-through humidifier operation,
conserving 16 ounces per minute.

Check out their web page at ncilink.com/JBS to learn more.

HVACTODAY.COM
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By Mike Weil

Branding: The Key to Owning
Your Customers and Your Marketplace

he battle for consumers’ discretionary

dollars is one that never ends. In this age

of social media, digital content, and the

glut of advertising, consumers are beset
with what has become bothersome and noisy.
They tend to tune out.

And that’s where branding comes in. By the way,
some people think branding means having the
coolest logo or snappiest jingle. Truth be told, that
IS important, but branding goes way beyond.

It is like a subliminal message consumers “hear”
when they need help. Basically it's the brand that
guides how customers perceive you. So, here are
some key branding points worth considering:
® Recognition. People tend to do business with
companies they are familiar with. Your brand is
how you start to attract people to your company.
This makes you stand out from the crowd, which
is key in the HVAC universe because there is just
so much competition
@ Business value. A strong brand brings solid
leverage when it comes to generating future busi-
ness. It doesn’t matter if the need is for borrow-
ing money for expansion, or creating new products
and services such as Air Upgrades, Duct Renova-
tions, and Airflow Testing and Diagnostics
® New customer generation. Can you say,
‘referral business?’ People love to tell others about
the brands they like. A strong brand provides a
strong image or impression in the marketplace.
This makes it easier for people to positively talk
about and choose to do business with you, espe-
cially if you are recognized as THE expert in solv-
ing comfort and efficiency issues your competition
doesn’t even know about
® Employee pride and satisfaction. When
employees work for strongly branded companies,
they tend to be more satisfied with their jobs and
have higher degrees of pride in the work they do.

HVACTODAY.COM

What is stronger than being able to perform static
pressure testing and solving longstanding issues
customers may not realize they have?

® Creates trust. A brand that is consistent and
clear puts customers at ease because they know
exactly what to expect. It really represents your
‘promise’ to them. Performance-Based Contract-
ing™ services is a promise that goes way beyond
anything your competition can provide.

THE HIGH-PERFORMANCE HVAC BRAND

Think about the idea of measuring, testing, and
diagnosing customers’ comfort systems, com-
bined with your reputation. Add in your ability
for delivering what you promise -- and proving
it. That is a brand that can shine brighter than all
other brands combined.

Think about your maintenance agreements. Do
you differentiate them from your competition’s
by going beyond a simple clean and check?

Every marketing pundit and consultant will tell
you that your brand is key to dominating your
marketplace and owning your success.

It's not easy. Nothing worth doing ever is. It is
an investment in training, practice, and time. It’'s
cultural. But the benefits are simply awesome!

In this issue, read the article on why Perfor-
mance-Based Contractors invest in train-
ing (page 27) which contributes to their brand.
From a sales standpoint, Tom Piscitelli discuss-
es principles of measurement in sales
(page 20), and Dominick Guarino goes fur-
ther into the ABCs of High-Performance
Contracting with a step-by-step approach to
sales (page 16).

These are just some things successful contrac-
tors do to assure they outshine the competition in
their marketplace. So what are you doing to build
your brand? Wl

—

N/
Mike Weil is
editor-in-chief
and director of
communications
and publications at
National Comfort
Institute, Inc. He
can be reached at
mikew@ncihvac.
com
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Events and Announcements:
The HVAC Industry Never Sleeps

NCI Partner EGIA
Announces EPIC2019

EGIA recently announced the dates for
its annual meeting for HVAC contractors:
EPIC2019.The event is scheduled for Oc-
tober 3-4 at the Bellagio in Las Vegas, NV.

EPIC is an acronym for “Educating Pro-
fessionals in Contracting,” and has been
hosted by EGIA for many years.
EPIC2019 has a whole host of highly
recognized speakers presenting best-
practice seminars on marketing, sales,
recruitment, leadership, and man-
agement. Speakers include:
® Opening Keynoter Max Major -
world-renowned mentalist and mind
reader

® Closing Keynoter Jay Leno - leg-
endary comedian and television host

® Weldon Long - author and HVAC
business consultant

® Drew Cameron - president, HVAC Sel-
lutions and Energy Design System, Inc.

® Gary Elekes - president, EPC Training

® Steve Shallenberger - author and
president, Becoming Your Best

8  APRIL2019

Global Leadership LLC
® Mark Matteson - author of Freedom
from Fear and A Simple Choice
® Brigham Dickenson - president and
founder, Power Selling Pros.
According to the EGIA announcement,
“EPIC2019 is designed not
only to reinvigorate and
entertain contractors, but
also for attendees to walk
away with the tools, re-
sources, and knowledge
they need to take their
businesses to the next
level of success. All con-
tractors are welcome,
and free registrations
are available to NCI-EGIA
members (hphvac.net)
at most levels.
So mark your calendars today.
For more information, go to ncilink.
com/EPIC2019.

Munch’s Supply Buys
Comfort Air Distributing

New Lenox, IL-based Munch’s Sup-
ply recently announced they acquired
Comfort Air Distributing and its three
Colorado
branch-
es. This
expands
the HVAC
distributor’s geographic footprint to 27
locations in nine states.

Munch'’s, which was founded in 1956,
is a member of HARDI (Heating, Aircon-
ditioning, and Refrigeration Distributors
International) and a supporter of NATE

(North American Technician Excellence).

In a recent announcement, company
CEO Robert Munch says this acquisition
is part of Munch’s long-term strategy to
expand into other regions through stra-
tegic acquisitions.

The company will continue to oper-
ate under the Comfort Air Distributing
name, offering Rheem Heating and Air
Conditioning equipment. In addition,
Comfort Air will continue to serve 13
Colorado and Wyoming counties via
branches in Denver, Centennial, and
Colorado Springs, CO.

Learn more about Munch’s at ncilink.
com/AboutMunchs. Learn more about
Comfort Air Distributing at ncilink.com/
ComfortAirDist.

Contractor Star Power
Shines At ACCA Event

The Air Conditioning Contractors
of America (ACCA) honored several
HVAC contractors during their Annu-
al Conference and Expo at the Gaylord
National Harbor in Washington, D.C,,
February 12-14.

Phil Forner of Allendale Heating Co.,
Allendale, Ml, received the organization’s
highest honor: their Spirit of Indepen-
dence Award.

This award is presented to an individ-
ual who makes significant and lasting
contributions to the strength, success,
and independence of HVACR contrac-
tors. It recognizes one individual who
goes above and beyond the call of duty,
displaying creativity, ingenuity, and
perseverance in their pursuit of a better
industry.

HIGH-PERFORMANCE HVAC TODAY

Phil Forner receives ACCA's highest

honor: The Spirit of Independence
Award.

Among his contributions:
® Served on ACCA’s Board of
Directors, eventually becoming
chairman in 2007
® Active on several committees and
served as chairman of the Technical
Service and Codes Committees as

well as on the Standards Task Force

® Led ANSI recognition efforts for
recognizing ACCA as a standards
development organization

® Driving force behind ACCA’s
involvement in the International
Code Council and International
Association of Plumbing and
Mechanical Officials

® Active in Government Relations
activities

® A strong proponent of encourag-
ing young people to join the HVAC
industry.

“ACCA is proud to honor Phil Forner
with the Spirit of Independence Award,
ACCA’s highest honor,” said Barton
James, ACCA president and CEO.

“He has made significant contributions
that will have a lasting impact on profes-

sionalism in the industry. Phil is certain-
ly dedicated and passionate about our
industry, and he joins a select group of
others who have received ACCA’'s most
treasured award.”

The second star recognized during
the ACCA event is John Sedine of
Engineered Heating & Cooling in
Cedar Springs, MI. John received the
Distinguished Service Award.

In a press statement, ACCA said, “Each
year, ACCA recognizes one volunteer
who has demonstrated an extraordinary
commitment to ACCA and the contract-
ing industry with the Distinguished
Service Award.

“Sedine has been a devoted leader in
the industry and ACCA for more than
25 years. He served as Chairman of the
ACCA Board of Directors in 2010, served

HVACTODAY.COM
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John Sedine receives ACCA’s

Distinguished Service Award.

on the Board of the Michigan contract-
ing association, and has served on sever-
al state and national code councils.

“He has contributed to the success of
ACCA’s standards and codes programs
by lending his expertise to the devel-
opment of multiple ACCA initiatives, in-
cluding the Quality Installation program,
ACCA Manual LLH - Low Load Homes,
and countless other efforts.”

ASHRAE Accepting
Applications for HVAC
Designer Certification

The American Society of Heating,
Refrigerating, and Air-Conditioning
Engineers (ASHRAE) announced a few
weeks ago that applications for the
new Certified HVAC Designer (CHD)
certification are now open. Worldwide
computer-based testing opens on
June 3, 2019.

From the ASHRAE perspective, this
certification validates competency of
the HVAC Designer, working under the
responsible charge of an engineer, to do
the following:

Design HVAC systems to meet build-
ing/project requirements, including
load calculations, equipment selection
and sizing, mechanical equipment room

design, duct and piping design, and lay-
out for the development of HVAC plans
for permit and construction.

The exam follows a 2018 industrywide
job analysis study with data that was
gathered from more than 1,200 respon-
dents from over 60 countries. The CHD
application is currently open with a prac-
tice exam launching May 1.

“The certification committee suspect-
ed an HVAC Designer certification would
serve the needs of members, but the‘In-
dustry Needs' survey data emphasized
a need and demand,” said Mark Fly, PE.,
chair of the exam subcommittee.

You can learn more and apply at the
following website: ncilink.com/CHD.

You can also download the CHD Can-
didate Guidebook here: ncilink.com/
CHDGuide.
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Focus On Sales

YOUR FAMILY’S COMFORT
CONSUMER SALES BROCHURE

This brochure was designed to be
used as a roadmap for your residential
customer to follow along with you on
the sales call.

The ideal time to bring this out is
during the initial interview, as it helps
guide you through the interview process

and gets the
customer
thinking
about their
real needs.
This pro-
cess posi-
tions you in
a very pro-
fessional

manner and
initiates the type of customer education
that is key to Performance-Based Selling.
These brochures highlight the four
steps a Performance-Based Contract-
ing™ business takes to develop the best
solutions to customer comfort issues:
Conversation About Customer Needs
The Process for Measuring the Home
What is System performance?
Rating System Efficiency
Review Recommendations
Doing the Work and Performance
Measurements.
For more information on these bro-
chures and how to order them, contact
National Comfort Institute, Inc. Custom-
er care at 800-633-7058.

FIELDPIECE SDMN5 DUAL PORT
MANOMETER

Do your salespeople show homeown-
ers what their before and after static
pressure reading are and explain what
they mean in terms of their system effi-

HVACTODAY.COM

ciently delivering comfort? They should.
And the Fieldpiece SDMNS5 is perfect for
doing just that.

This instrument is a portable, rugged,
dual-port manometer designed especial-
ly for use in the field. It measures static
pressure, as well as gas pressure and pres-
sure differential. It includes a zero adjust
button on the face of the meter, a rugged
rubber boot, and a magnet on the back
for hanging the meter during testing.

The SDMNS5 evolved as a result of test-
ing pressures in the field for 20 years.

Its range and resolution allow you
to take static pressure measurements

across a blower and get the pressure dif-
ferential with the push of a button to
check drafts.

Whether you're holding the ergonom-
ic standalone shape in your hand, or
hanging the SDMNS5 on the unit with the
magnetic hanger to fill out a work order,
the SDMN5 makes field measurements
easier and faster, with less fatigue than
the other guys.

For more information, visit the NCI
Product store at NCILink.com/SDMN5
or call Customer Care at 800-633-7058.

PRIORITY CARDS

An NCl-exclusive, these handy cards
are an efficient way to learn about your
customers’ comfort concerns. Use these
while having a conversation with a cur-

rent or poten-
tial customer.

These bright
and easy-to-
understand
cards will help you
target key issues
quickly. The issues
are Comfort, Effi-
ciency, Health, and Safety.

Each packet includes four priority
cards and access to PDF instructions for
how to use them.

Go to ncilink.com/PriorityCds for
more information or to order.

THE NEW FLAT RATE

This All-In-One pricing software is for
HVAC, Plumbing, and Electrical service
and installation contractors. Each trade
contains over 300 menus to choose
from, saving you time in the field.

It has pre-built menus, allowing cus-
tomers to choose from options. In fact,
you can offer five price options on
every service call.

Track key performance indicators by

tech, by customer, and produce daily
tickets as well as weekly options reports.
Works with most service and dispatch
programs.

For more information or a demonstraf-
tion, visit theNewFlatRate.com website
or call 706-259-8892.
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By Mike Weil

Jackson Systems, LLC:

Making Evolutionary Changes

“LIFE IS A SERIES OF NATURAL AND SPONTANEOUS
CHANGES. DON’T RESIST THEM; THAT ONLY CREATES
SORROW. LET REALITY BE REALITY. LET THINGS FLOW
NATURALLY FORWARD IN WHATEVER WAY THEY LIKE.”

wo years ago, before the
launch of High-Perfor-
mance HVAC Today
magazine (ncilink.com/
HToday), | wrote a spotlight arti-
cle on Jackson Systems, LLC — an
HVAC zoning-system manufactur-
er based in Indianapolis, IN for the
NCI member-only newsletter (If you
are a member, log into the site: ncil-
ink.com/2017JacksonSys).

In that article, 1 highlighted how
the HVAC Industry itself was running
through the veins of Ron Jackson,
founder of the company and, by vir-
tue of being his son and growing up in
the business, through Tom Jackson’s
as well.

Back in the earliest days, the com-
pany focused on developing contrac-
tor-friendly zoning controls that were
easy to install, troubleshoot, and re-
pair, and they sold them mostly in In-
diana and the Midwest.

Great stuff, but as the saying goes,
change is inevitable. Zoning con-
trols led to a thermostat private la-
beling program, which also led to the
company’s representing other major
thermostat manufacturers, including
Honeywell, Aprilaire, White Rodgers,
Ecobee, and Nest.
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And so, Jackson Systems began the
evolution into product distribution.

THE EVOLUTION CONTINUES
For a manufacturer to get into the
distribution business is always a slip-
pery slope. Jackson Systems CEO Tom
Jackson says they wanted to avoid con-
fusion and decided to set the distribu-
tion business up as a separate entity.
“We don’t claim to manufacture
products like we once did,” he explains.
Jackson, a degreed engineer who spent
several years as a territory manager
with a large wholesaler in Indiana be-
fore partnering with his fa-
ther in 1997, says, “We start-
ed another entity called ‘iO
HVAC Controls.’ That en-
tity is the manufacturer now.
Jackson Systems is the dis-
tribution company and we buy our zon-
ing products from iO HVAC Controls.”
Talk about evolution.

Jackson says he decided to fol-
low the traditional market approach
where HVAC contractors buy prod-
ucts from a distributor.

“When we were just a manufactur-
er everyone said ‘Jackson sells direct,’
and that was true. But now that we

have separate manufacturing and
distributing entities, our zoning
products go out through normal
channels.”

He adds that Jackson Systems
is pretty agnostic when it comes to
zoning. “Yes, we can provide you
the iO HVAC Controls products,

but we can also provide you Honeywell
or Aprilaire or whoever else you want.
We are a specialty distributor that fo-
cuses on controls, indoor air quality,
and the smart home marketplace. This
is a pretty big change in how we go to
market.”

Like any other HVAC manufacturer,
iO HVAC Controls has its own sales
team. Jackson says they call on whole-
salers to carry the iO product line. But
they also call on contractors to get the
pull through business.

“On the other hand,” he says, “Jack-
son is a traditional distribution outlet.

We buy the products from

other manufacturers, ware-

house those products in In-

dianapolis, for now, and

then ship them out to con-

tractor customers on the
same day.”

To accommodate all the inventory
they now carry, Jackson Systems has

HIGH-PERFORMANCE HVAC TODAY

doubled the size of their headquar-
ters building and has another ware-
house down the street. That location
is mostly for the company’s Filter
Fetch program.

Filter Fetch is a web-based app
that enables contractors to sell filters
without having to physically invento-
ry them. Filters are then delivered di-
rectly to the homeowner from the In-
dianapolis warehouse. This is Jackson
Systems’ answer to competition from
big-box retail outlets like Lowes and
Home Depot.

FOCUS ON TRAINING

As a distributor, there is increased
opportunity for Jackson Systems to
get involved in helping their contrac-
tor customers get better at delivering

high-quality service and installations.
Tom Jackson has always been a huge
believer in training.

He says, “Today we deliver it differ-
ently because we are a single-location
distributor. We will bring other manu-
facturers to our facility in Indianapo-
lis. We'll then invite local contractors
to attend. We provide food and hands-
on interactivity with the presenters.

“But then we live-stream the train-
ing so others can watch it in real time.
We stream it all over the web using
our own commercial studio that is
right in our building. Finally, we re-
cord the training so it can be watched
on demand.

“Our complete training schedule is
on our website,” he continues. “We try
to make sure our training is NATE cer-
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tified so that if a contractor needs CEU
credits, they can go online, watch the
videos, and take a test that NATE re-
quires to verify that it happened.”

Training is a serious part of the
services Jackson Systems provides,
though according to Tom Jackson,
they do approach it a little differently
by delivering most of the content via
the web.

“This approach works for us and
our customers,” he adds. “And | think
it ties in nicely with our support of the
technical training provided by Na-
tional Comfort Institute (NCI). What
NCI is doing with their training is just
outstanding.”

THE NCI CONNECTION

In a world that always undergoes
change — sometimes economically or
politically, training is key, according
to Jackson, to staying on top of the
best ways to solve customer comfort
issues and make it easier to stand out
from the competition.

Tom Jackson will tell you that since
its beginnings, his company has had
a strong focus on the HVAC contract-
ing community. He says they like being
partners with groups that work hard to
promote the HVAC industry and who
focus on the technical side.

“In that light, what NCI does is truly
incredible,” Jackson continues. “NCI’s
technical expertise has always been

of interest to us. | really admire how
that organization is leading the way
by looking at HVAC systems as more
than just equipment. | also think the
entire concept behind measuring and
diagnosing is the key to this industry’s
future.”

He explains that his company has
been interested in NCI almost from
the beginning. In fact, Jackson says
understanding static pressure and
temperature, and having the right
tools to measure and manage air-
flow through duct systems, is just so
powerful when it comes to creating a
comfortable customer.

“And | feel that we are all working
toward that same goal,” he adds.

Which is why Jackson Systems be-
came a vendor partner with NCI. And
with NCI's move away from a tra-
ditional rebate program and to the
Training Incentive Partnership Pro-
gram (TIPP), he feels even more
strongly about the connection.

“With our renewed focus on train-
ing, | cannot think of a better use of the
partner program than to see a percent
of our sales go to helping our custom-
ers pay towards their training,” he says.

“This helps to make them stronger
contractors. Which in turn, contributes
to building a great reputation in their
community. This leads them to earn
more business, which in turn means
more business for us. It is a cycle of
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life thing. The investment in what NCI
is doing is absolutely the right thing to
do. We couldn’t be happier.”

NEW INTRODUCTIONS

On the manufacturing side of the
business, i0O HVAC Controls is in de-
velopment mode and will be introduc-
ing new products to the marketplace.
It has been working on a new four-
zone panel design that has the ability
to eliminate the bypass damper, which
is one of the biggest issues when do-
ing zoning. Jackson says they’ve seen
success with what they call Electronic
Static Pressure (ESP). This is what re-
places the bypass damper.

Furthermore, the company is hop-
ing to roll out its own WiFi thermostat
as well as a new ‘retro-damper’ that
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ZP3-HCMS-ESP Group with PS and Dampers.

will fit directly into the boot — which
he says is a dramatic departure from
how other systems are installed.

By the way, Tom'’s father, Ron, is still
active in the business. He recently cel-
ebrated his 80th birthday and is still
involved in product development and
technical support. He is also involved
in the new construction projects the
company is doing around the building.

On the distribution side, Tom says
they are making huge efforts to inte-
grate smart home technology into the

HVAC contracting business.

“I'm talking about not only connect-
ed thermostats,” Jackson says, “which
most people are pretty comfortable
with, but also things like indoor air
quality monitors, whole house water
valves, cameras, doorbells, and alarm
systems. Right now we are buying and
selling a lot of these products.

“For example, Honeywell has a line
of security cameras. Nest has a line as
well. We became the first HVAC dis-
tributor for Ring — the video doorbell

HIGH-PERFORMANCE HVAC TODAY

now owned by Amazon. We are on a
mission to find even more products,”
he says.

So stand by, HVAC World! Jackson
Systems may soon be offering con-
nective wall switches to integrate ev-
erything throughout a home. This will
create a smart home infrastructure
allowing consumers to control it all
from their smartphones. And he says
they are on the hunt for much more.

“We know that HVAC contractors
have lots on their plates. It is already
a difficult profession to be in because
it requires so much knowledge, but
we think there is some nice incremen-
tal business to be had with some de-
cent margins, especially since the con-
tractors are already in the home. Why
not ask if their customer wants camer-
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as or a doorbell with their mechanical
system and/or duct upgrade.”

DEFINING SUCCESS

For Tom Jackson, feedback from
customers is how he knows if they are
doing their job, and that is how he de-
fines success. “If I am at a trade show
and a contractor tells me how much
they appreciate how awesome we are
at answering the phone, getting the
product shipped out, and that we have
the technical expertise they need, that
is a huge win.

“I believe in serving others so they,
in turn, can serve others. Then it is
a double win. That is how | measure
success.”

In the end, he says that business
success is really dependent on a ser-

vant attitude, helping others first.
Part of the method for doing that is to
first seek help for yourself, and you do
that, according to Jackson, by joining
a group of like-minded professionals.

“Whether that group is NCI, ACCA,
or any other contractor-focused orga-
nization, there just is too much to gain
and nothing to lose.”

Albert Einstein once said, “The world
as we have created it is a process of our
thinking. It cannot be changed without
changing our thinking.”

It is because of how Jackson Sys-
tems and iO HVAC Controls ap-
proaches the marketplace and focuses
on servant leadership that we shine our
April Partner Spotlight on them.

Congratulations to Tom and the
entire team! ’/////,l\ffl
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The ABCs of High-Performance HVAC Contracting: PART 9

Six Steps of High-Performance Selling

n part eight of this series we examined the

importance of customizing your sales call

based on how the lead was generated. Now

let’s take a look at each of the six basic steps
of the High-Performance sales process, keeping
in mind how the lead was generated. We'll also
compare High-Performance selling to the typical
selling process in our industry.

STEP 1: CUSTOMER INTERVIEW

This step is a lot like what happens on a quali-
ty sales call. It involves establishing rapport with
your customer and learning about their expecta-
tions and needs. But that’s where the similarities
to a typical sales call stop.

The Performance-Based interview delves deep-
er into getting a real picture of what customers
like and don't like about their comfort system. It
involves you asking probing questions to help un-
cover often forgotten comfort issues they’ve just
learned to live with.

Questions should be as open-ended as possible.
For example, instead of asking which rooms are
too hot or too cold, be specific. Better questions
could be, “Which room is the hottest on a sum-
mer afternoon?,” or “Which room is the coldest
|

Catch up on all the installments of this series:

Part 1: What is High-Performance HVAC and Why Do It?
ncilink.com/ABCs-1
Part 2: Is It the Right Fit for Your Company? ncilink.com/ABCs-2

Part 3: Five Steps for Becoming A Performance-Based Contractor.
ncilink.com/ABCs-3

Part 4: Five More Steps to Becoming a Performance-Based
Contractor. ncilink.com/ABCs-4

Part 5: Your Investment in Performance. ncilink.com/ABCs-5

Part 6: The Five Keys to Quality Training. ncilink.com/ABCs-6
Part 7: The Right Tools for the Job. ncilink.com/ABCs-7
Part 8: High-Performance Selling: Prepare for the Call. ncilink.com/ABCs-8
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on a February morning?”

Customers often hear from their HVAC con-
tractors that nothing can be done, so they just
learn to ignore problems like uneven tempera-
tures, high utility bills, noisy systems, drafts,
dusty or stuffy rooms.

Our job is to uncover these issues and explain
that we now have the knowledge and tools to
diagnose and solve them. It's usually a good
idea to focus on the one or two most critical
concerns rather than overwhelm customers
with too much.

A high quality comfort survey can help keep the

interview on track and hone in on the customer’s
hot buttons. Remember, if they have no “pain”
associated with their comfort system, it's hard to
make a case for improvements.

Your goal is to uncover that pain and offer ways
to alleviate it. The interview also draws attention
away from the “box” to further differentiate you
from your competition.

STEP 2: EVALUATE THE SYSTEM

This step is critical in the educational selling
approach. Whenever possible, be sure to involve
your customer as you move through the house
evaluating their system. For example, if you are
measuring airflow at registers in an uncomfort-
able room, hand the customer the flow hood and

HIGH-PERFORMANCE HVAC TODAY

ask them to help take readings while
you write them down.

This level of involvement is part of
the process of getting them hooked on
your company as the best choice.

It's important to measure key stat-
ic pressures, even if they were already
measured by your technician when the
lead was generated from a service or
maintenance call.

This gives you the opportunity to
explain how these readings are the
“blood pressure” of their system. If the
system is in the attic or crawl, it might
be best to take pictures with your
smart phone so you can share visu-
als of the readings as well as ductwork
and insulation issues.

Depending on the situation, other
steps in the process can include more

HVACTODAY.COM

air flow measurements, taking room
temperature readings, checking in-
sulation with an infrared thermome-
ter, and performing a simple snapshot
System Efficiency Rating. Performing
this test will depend on whether you're
checking in cooling or heating mode,
and whether the current equipment is
still working.

STEP 3: REVIEW AND PRIORITIZE
FINDINGS BASED ON THEIR NEEDS
One of the benefits of measuring live
system performance is you can imme-
diately share your findings with your
customer to help them understand
what’s going on with their system.
This step reinforces how your com-
pany is different from competitors who
just quote high efficiency equipment

swap outs and don’t address existing
problems. This is a good time to explain
how a high SEER box doesn’t guaran-
tee energy savings or comfort. In fact,
the customer may see no savings at all
and be less comfortable if they don’t
address the “rest of the system.”

At this point you can offer to put to-
gether some different options that ad-
dress the issues that are important to
them. When done properly, this step
will be a key factor in the customer’s
decision to give you the job.

Be careful not to leave behind too
much detail about your solution. Some
people can’t resist the temptation to
“shop” your findings and solutions out
to other contractors. What you should
leave them with is a solid education
about their system and what’s work-
ing well and what is not.

If they are getting multiple quotes,
the customer will likely know more
about the system than your competi-
tion. The danger of leaving your test
data and detailed solution is a com-
petitor may know enough to make it
look like he’ll do the same things you
recommended.

This is a good time to explain to the
customer that not giving the compe-
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tition your information is a great way
for them to evaluate that company’s
competence. What other criteria do
they have to do this with — Price? They
said they do great work. Who's going
to tell a customer they do lousy work?

STEP 4: PREPARE THE PROPOSAL

There are basically two schools of
thought about sales calls in our in-
dustry. One camp believes that every-
thing should be done in one visit. This
is typically done with a check-the-box
proposal form.

The second camp believes that once
you've collected all the information
it’s important to go back to the office,
think through and customize the solu-
tions, and present a formal proposal
on a second visit.

I’'ve seen both approaches work well,
so it’s difficult to recommend one over
the other. In a home with serious air
distribution issues, further evalua-
tion and design might be necessary. In
these cases it's nota good idea to rush it
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or tie the customer up for an extra hour
while you work on their solutions.

I personally have had great success
with both the one-call and two-call
sales processes. On a one-call pro-
posal, it's important to leave your-
self a little room for things you may
have missed. When it comes to a two-
call proposal, if you've done a thor-
ough job teaching the customer on the
first call and completely differentiated
yourself, the customer is usually will-
ing to wait for your proposal.

If the air conditioning is down and

it's 100F outside, you may want to
guote a solution in steps. You can, for
example, offer a basic “Air Upgrade”
to make sure the new equipment oper-
ates within the manufacturer specifica-
tions, along with additional upgrades
that can be done in milder weather.

If the customer needs emergency
cooling while you work on a more com-
prehensive solution, keep some old
working condensing units at the shop.
Paint them bright orange or paint a gi-

ant orange X on them, and temporarily
install one to get the cooling back on so
your prospect doesn’t jump on the first
competitor who can schedule an equip-
ment swap out right away.

The garish paint job motivates the
customer to make a decision because
they’ll want to get the unit out of their
yard as soon as possible. Showing you
care enough to get them running again
without expecting anything will en-
dear you to a customer in a very sig-
nificant way.

As you prepare the proposal, be sure
to address what is most important to
the customer, not just what you think
they need. There are some exceptions
to this. For example if the home has
a unit that is already grossly oversized
and the customer wants an even big-
ger one, you'll need to make an ethical
decision to not give in, but rather do
your best to educate them about all the
dangers of over-sizing. In extreme cas-
es you may decide to walk away rath-
er than do a job that will come back to
bite you, or that you know is absolute-
ly the wrong thing to do.

The beauty of the educational buy-
ing process is you have the opportuni-
ty to make the customer a lot smarter
about their system. They’ll often know
more about their system than your
competitors are capable of finding out.
What a great position to be in!

It’s always best to offer at least three
options — four is even better. more
than four can be overwhelming. In
Performance-Based Selling the “Best,
Better, Good,” approach takes on a
whole new meaning. It's not just about
which equipment to buy, but the var-
ious levels of system improvements
you can include, coupled with the ben-
efits of each option.

HIGH-PERFORMANCE HVAC TODAY

Be sure to frequently refer to your test
reports and load calculations through-
out your proposal. This establishes
how different your company is, and the
attention to detail you're including. For
example, the lowest first cost or “Good”
option should point out which issues
will be addressed and which ones can-
not be solved at that level.

According to consumer research,
when given three options, most cus-
tomers tend to pick the middle one.
With that in mind try to make that
the one that will give the customer
the most bang for their buck. Remem-
ber, the key to success in High- Perfor-
mance Contracting is doing the right
thing — always!

STEP 5: PRESENT THE PROPOSAL

If you've done everything correct-
ly, there’s a high probability the cus-
tomer has already made the decision
to go with you. The presentation of the
proposal should be more of a formality
and a step to determine which option
best fits their needs and budget.

As you present each option, be sure
to refer back to the test results as your
basis for each solution. You shouldn’t
need to apply typical “closing” tech-
niques at this point. If you've won the
customer over, they will talk about
the work as if the job is yours, and all
you're doing at this point is working
out the details.

One valuable tool for helping the
customer make the right choices is
financing. Good long-term financ-
ing with a reasonable interest rate can
make replacing their equipment and
upgrading their air distribution sys-
tem affordable.

Try to stay away from financing like
12-months-same-as-cash unless the

HVACTODAY.COM

customer really wants it. These are
ok for the rare customers who already
have the money in hand, but like the
idea of a 12-month interest free loan.

Unfortunately most customers don’t
have this luxury. If they can’t afford
the big cash outlay today, it's likely
in 12 months they will be in the same
boat, and are forced into a high inter-
est refinance to make ends meet.

Once the customer has decided
which options to go with, it's time to
explain the process of what will hap-
pen next. You can go over next steps,
how long it will take, what provisions
need to be made for security, pets,
children, etc.

This is also a good time to talk about
the perhaps small, but significant de-
tails that are important to the custom-
er. These details include thermostat
placement, new registers, condens-
ing unit placement (if these are being
moved or added) and so forth.

STEP 6: FOLLOW THROUGH

The typical installation will include
new equipment, a duct renovation,
added returns, etc. Once the work is
completed, tested out, and document-
ed, be sure to go back for a final visit.
This visit allows you to answer ques-
tions, teach them about their new sys-

tem, and inspect to make sure the job
was done as promised.

Make sure you provide documenta-
tion of the final test results. This is the
final proof that you did what you said
you were going to do.

You can generate great referrals
during this final visit. Once you've
asked if they feel you've done every-
thing you promised, and they let you
know you exceeded their expectations,
it's time to ask for referrals.

Even if their friends and relatives
don’t need a replacement system right
away, ask if they would be willing to
refer your company for service and
maintenance. These are terrific leads
that can lead to replacement and ren-
ovation work down the road.

These folks will likely spend time in
your customer’s house and experience
the comfort your new system is pro-
viding. The bottom line is if you ask
for a referral, there’s a good chance
you'll get some.

Remember that High-Performance
selling is a mindset and part of a com-
pany culture. While it's important to
help your customers buy efficient re-
placement equipment that can give
them peace of mind, it's equally im-
portant to address the whole HVAC
system so it matches the quality of the
equipment you are installing.

In Part 10 of this series we’ll look at
ways to generate leads from service
and maintenance visits with little or
no competition. 4N

Dominick Guarino is
publisher of High-
Performance HVAC Today
magazine and CEO of
National Comfort Institute,
Inc. He can be reached at

domg@ncihvac.com
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The Art
of Measuring Sales Performance

NCI’S WELL-KNOWN TAGLINE, IFYOU DON’T
MEASURE, YOU’RE JUST GUESSING!™ HAS
RECEIVED THE ATTENTION IT DESERVES, SERVING
TO BOTH INSTRUCT AND DEMAND A HIGHER
LEVEL OF PROFESSIONALISM ON THE TECHNICAL
SIDE OF THE HVAC INDUSTRY.THE ART AND
SCIENCE OF MEASURING ALSO APPLIES TO YOUR
COMFORT ADVISORS’ SALES PERFORMANCE.

HERE’S HOW.
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ave you ever thought about “measure-

ment?” | can’t think of anything that

isn't measured. How often do we ask

ourselves questions that begin with,
“how many,” “how much,” “how long,” or “how
far?” Measuring is natural and it’s done for some
very good reasons. Let’s look at measuring as it
applies to sales performance and what the bene-
fits could be to you and your company.

WHY MEASURE SALES PERFORMANCE?
Every thing and every person in your compa-
ny has a purpose that ultimately should produce
a profit. There are optimal ways to perform ev-
ery task and your day is consumed with correct-
ing things that aren’t going in the right direction.
As long as sales are coming in you don’t worry

about the number of leads, or their cost, or the job
selling price. Among other things, your immedi-
ate focus is on ordering materials, staging the job,
getting it installed, and collecting the money.

Wait! Your purpose is to make a profit, right?
Doesn’t the cost of the lead, the sales close rate,
average job selling price, number of estimated la-
bor hours, material costs, and other factors con-
tribute to the amount of profit you produce? And
won'’t improving all of these have a positive im-
pact on your bottom line?

Absolutely.

So, measuring these sales-related variables will
help you determine where you are doing well and
where you are not, so you can take the necessary
steps to maximize profitability.

WHAT TO MEASURE?

Here are seven key measurements that are es-
sential: each is compared to its goal or target.
Also, each measurement delivers a management
message worth listening to.

1. Annual sales: $1.5 million for a full-time
comfort advisor. Annual sales should be broken
down to monthly and weekly targets, based on
historical data

2. First call close rate: 15-25% is what you
should expect, depending on selling skills, lead
sources, and customer urgency

HIGH-PERFORMANCE HVAC TODAY

3. Follow-up close rate: Should
be between 20-30%. This depends
on how well the agreement was be-
tween the sales person and custom-
er for follow up, how effectively your
salesperson adapted to the customer’s
buying style, and how appropriately
persistent the salesperson was

4. Average job selling price: This
depends on your market area, but on
average you should expect between
$12-15,000 for a complete system re-
placement, including ductwork up-
grades. Replacing the entire duct sys-
tem can add even more -- between
$6-8,000

5. Revenue per lead: $5-6,000
depending on the average job selling
price and close rate

6. Gross profit margin: 55% is re-

quired to pay a sales commission, cov-
er marketing, other overhead expens-
es, and produce a 10-15% net profit

7. Gross profit per man day:
$2,000 or more. Determine the
monthly overhead cost plus desired
monthly net profit. Then divide that
by the total net man-days of labor
available to create the target. The se-
cret to success is in selling the value of
higher-end solutions, not just tight la-
bor and materials cost management.

COMPARE RESULTS ...
TAKE ACTION

It’s easy to set these targets. It’'s an-
other thing to set up a tracking sys-
tem to record and analyze the data.
Many of today’s business manage-
ment software providers, such as

ServiceTitan, FieldEdge, or TRUST
PRO, come ready-built to record
leads and track sales results.

If such software is not available,
you can create a spreadsheet and your
sales coordinator can manually enter
the data and create the reports. Re-
gardless, reviewing the data as often
as daily will give you the information
you need to immediately recognize
when things are going well, and when
you need to take corrective action.

HVACTODAY.COM
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For example, it's January and your
revenue-per-lead is plummeting. Your
sales report shows that your close rate
dropped 10 points and your average
job declined by more than $1,500.
This is alarming and is worthy of im-
mediate attention. So you call a sales
meeting and your comfort advisors
point their fingers at the lead sources,
all coming from online bid services. Or
they blame price-shopper customers,
the relatively mild weather, the econo-
my, and lead-setters who schedule all
‘single-leggers.’ Sound familiar?

TYPES OF ACTION

It’s true that your technician leads
have all but dried up by now, and
it's true that internet bid sourc-
es tend to attract price-shoppers,
and the weather is mild, the econo-
my is sketchy, and getting both “de-
cision-makers” to commit to a two-
hour sales call is tough at any time.
It’s January, and this has happened
before. It will happen again.

The first problem to solve is the
comfort advisors’ attitudes. They
have bought in to all of these “excus-
es” for not closing sales. They need
some timely resources and encour-
agement to help make sales. This will
turn their attitudes around.

The lower close rate indicates a lack
of urgency among customers. At this
time of year, it's common for home-
owners to choose to repair vs. replace.

The lower average job selling price
indicates your comfort advisors drop-
ping prices or selling the low-
er end, a reactionary decision when
they believe homeowners are looking
for lower prices.

When sales are slow, retail business-
es promote Zero Percent, 60-Months
financing to overcome objections
about waiting. When tech leads slow
down, you can review Repair Vs. Re-
place strategies with your technicians,
and maybe double their spiff for 30
days on all sales leads that sell.

With your service department being

all caught up, this is the perfect time to
send out a direct-mail post card offer-
ing a Precision Tune-Up Special.

Or my favorite, if you have been fol-
lowing NCI guidelines, this is the per-
fect time to send a letter to your ser-
vice and maintenance customers with
equipment more than 10 years old and
high static pressure readings.

MEASURING FINDS
IMPROVEMENT OPPORTUNITIES

Often your measurements are on
track, but you know you can do better.
Let’'s say your sales results are right on
plan and you're headed toward a suc-
cessful year.

If you have several comfort advi-
sors, you can compare their individu-
al results. If their revenue-per-sale re-
sults are similar, but one has a higher
close-rate accompanied with a lower
average job price, then there could be
an opportunity with that comfort ad-
visor to change her proposal strategy
and produce higher sales.

It's not uncommon for comfort advi-
sors to fall into mindset patterns, be-
lieving they have figured out the sweet
spot where a certain product mix at a
certain price will sell more effectively.
This cannot be true as all customers
and all homes are unique, but the
comfort advisor has convinced
herself it’s true, nonetheless.

You can discuss this with
her and encourage (require)
her to get back to offering
a “best” full-system ap-
proach, using the discov-
ery and measurement
techniques she has been
trained to do. She can
then show the custom-
er the benefits of solving

-PERFORMANCE HVAC TODAY

fundamental design and installation
problems uncovered. Getting your
comfort advisor back on track will
prove to her that she’s making an as-
sumption that’s not valid and produc-
ing less as a result.

MEASURE FOR FUN AND REWARD
What | do for a living isn’t work...
it's fun. It’s fun because | enjoy help-
ing motivated people create im-
proved results. | love it that my train-
ing graduates routinely sell jobs for
$12-$15,000 or more, that over 20%
of my newsletter articles are opened
and read, and that over 90% of those
attending my speaking events find
the content highly-valuable.
Measuring provides feedback that
can stimulate the need for change, and

it can also provide recognition and be
the basis for reward.

People appreciate and value being
sincerely recognized. Money as a re-
ward mechanism is a distant second
to recognition. Measure and post your
sales results and you will find your
top performers will work hard to stay
there, and others will work even hard-
er to measure up with the best.

SIX-STEP PERFORMANCE

MEASURING ACTION PLAN

® Establish appropriate performance
measurements and goals

® Assign someone to keep the results
up to date

® Post publicly

® Reward outstanding performance

® Privately coach for improved per-

formance when needed
® Commit to leading and managing
your business intentionally, es-
tablishing goals, defining expecta-
tions, and create a culture where
your team members are expected
to create outstanding results.
Create a fabulous 2019, no matter
what the weather and economy have

in store for you! Wl

Tom Piscitelli has over 40
years’ experience in HVAC
sales, sales management,
marketing and consulting.
His articles have been pub-
lished in trade magazines,
he often speaks at industry
events, he has produced
three HVAC sales training DVD’s.

He particularly enjoys bringing cutting edge
training approaches to our industry. Visit
www.sellingtrust.com.
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System Temperature Testing:
Use the Right Instruments

24
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think we can all agree that during perfor-

mance testing, some measurements are easier

to do than others. When it comes to testing,

we have to figure out if the juice is worth the
squeeze. System temperature measurement can
eat up a lot of time on the job and cause you to
question its value.

System temperatures help you calculate duct
system heat gain and loss, and help pinpoint is-
sues like lack of insulation and duct leakage.
When you add system airflow to them, you can
calculate delivered Btus into the occupied space.

The number of tests needed for reliable average
return grille and supply register temperatures re-
quire a minimum of five accurate measurements.
As Performance-Based contractors, we need to
select test instruments that are accurate. Before
purchasing an instrument, always consider the
following three different factors ... Quality, Accu-
racy, and Warranty.

GROWING PAINS

When looking back at the first time I added
system temperature measurement to my perfor-
mance testing, | experienced some major grow-
ing pains. | only had two psychrometers. Try-
ing to accomplish a system temperature test
with just those instruments was hard, to say the
least. It added 45 minutes to the testing | was
already performing.

In those days, my temperature testing started
at the grills where I measured dry bulb and wet
bulb temperatures. Then | had to run over to the
three supply registers. Next, I'd go back over to
the return grilles, one more time, to make sure
the temperature didn’t change.

Keep in mind, | was trying to perform this test
in a timely manner. In quite a few cases, it led to
inaccurate calculations because of the tempera-
ture changing every couple of minutes.

So why did I only have two psychrometers?

HIGH-PERFORMANCE HVAC TODAY

Because | had to work with what | had
at that time and what fit my budget as
a technician.

Furthermore, in those days the
quality of instruments was not great. |
felt that if I sneezed, they would break!
Seriously, the instruments were not
built for technicians in the field and
the warranties on them weren’'t the
best. Every time | sent my instru-
ments back for issues, it always came
at a cost.

Eventually, some instrument manu-
facturers developed better quality op-
tions, based on technician feedback.
The best news: these newer, better
instruments were less expensive and
were rugged (meaning they wouldn’t
self-destruct when dropped).

DO YOURSELF A FAVOR AND RESEARCH THE LATEST
DEVICES ON THE MARKET. YOU WILL BE GLAD YOU DID!

GETTING SMARTER

When I finally had enough, I trashed
those old psychrometers and upgrad-
ed to five Fieldpiece single-wand psy-
chrometers with an HG3 data logger.
All five psychrometers could commu-
nicate to one handheld device (which
was great). No more running around
customers’ houses like a mad man try-
ing to quickly collect temperatures.

However, 1 still felt the time sav-
ings could improve because of how
much time it took to set up the instru-
ments. I had to sync all five probes to
the data logger, then figure out how

to secure the probes to the registers
and grilles. When it came to docu-
menting the measurements, | had to
physically go over to each instrument
and switch them from dry bulb to wet
bulb temperature.

Still, this was much better than how
I used to do it.

The price for the above set was still
expensive for me -- | can still remem-
ber the chewing out I got from my wife!
However, | gained the quality, accura-
cy, and better warranty | needed and
wanted from these instruments.

Bottom line, | could gather all my

HVACTODAY.COM
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temperature measurements at one
time and if dropped, the instrument
kept working. Best of all, if | had any
issues with it, the manufacturer took
care of it.

IT KEEPS GETTING BETTER

The good news is that instrument
manufacturers keep getting better and
their options keep improving. In my
case, Fieldpiece recently released up-
graded psychrometer probes with a
flexible wand and magnet. Now I don’t
have to be creative securing the probe
to registers and grilles. Other manu-
facturers products do similar things.

Some of the best features of modern
instruments are they sync with smart-
phones, and some have a 360-degree
range (you no longer need to buy a

second device
to display all the
measurements at once).

These instruments are perfect
for both residential and commer-
cial work. The price can be spot on
for anyone in any stage of their ca-
reer. The Fieldpiece product costs
around $500 for a set of five — al-
most a 70% savings from the origi-
nal set | used. Each probe will dis-
play dry bulb temperature, wet bulb
temperature, relative humidity,
dewpoint, and enthalpy.

The time to gather system tempera-
tures is now about 15 minutes — you
can’t beat that!

So, if you questioned adding sys-
tem temperatures to your testing
or just want to find the right instru-

ments

to save more time

while testing, do yourself a favor and
research the latest devices in the mar-
ket. You will be glad you did and skip
the headaches | encountered along
the way! 4NCI

Casey Contreras is a field
coach for NCI. He is based in
Southern California, where
he works alongside southern
California Edison’s Quality
installation contractors. He
has 10 years of residential,
light commercial installation,
and service experience. He can be reached at

CaseyC@ncihvac.com.
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@ By Mike Weil
_

The Training Investment:

Why Keep Employees Sharp?

enry Ford allegedly once said, “The

only thing worse than training your

employees and having them leave is

not training them and having them
stay.” This statement, which | always attributed
to HVAC Consultant Vicki LaPlant, will never
lose its relevance.

In his October 29, 2018 Harvard Business
Review article, Ron Carucci cites a 2017 Train-
ing Industry Report (ncilink.com/Trainin-
gRpt) that says U.S. companies increased their
training and employee development by a whop-
ping 32.5% in 2017!

He also said that many experts emphasize the
importance of employee development, citing the
following benefits:
® A more competitive workforce
® Increased employee loyalty and retention
® Higher employee engagement
® Flexibility in the marketplace.

In the High-Performance HVAC Industry,
many owners and managers are downright fo-
cused on training and they invest heavily in both
their field service and installation crews as well as

their office and warehouse teams.

All the contractors we spoke to say that in an
effort to stay abreast of changes in technology,
tools, and instruments, they are driven to train
their teammates continuously.

Here are some thoughts on why four con-
tractors put their money where their mouth
is when it comes to training and how that im-
pacts the success of their Performance-Based
Contracting™ firms.

THE‘WHY’ OF TRAINING

Bobby Bevill is the service manager for
Davis Services, Inc. in Spartanburg, SC. This
46-year-old, $15 million HVAC and plumbing
company operates in an area that really only has
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one season — cooling. When the weather is hot,
area contractors get burn-out busy, make lots of
money, and have to hope that tides them over
when outdoor temperatures cool off and become
more comfortable.

At least, according to Bevill, that is how it used
to be for Davis Services before they changed their
focus to becoming a Performance-Based Con-
tracting™ firm.

“With 29 HVAC service technicians and 12 in-
stallers, it's just not smart to send them out to
work in peoples’ homes if they don’'t know what
they are doing,” he says.

“With the investment we make in technical
training, we do airflow tests all the time, even
during our busiest months. We can'’t always do
the additional work right then, but we can go
back when things slow down, to do further test-
ing that often results in duct renovations as well
as replacement and accessory sales,” he says.

“We sell lots of renovations and replacements
when our competition is begging for work.”

For Troy Jansen, general manager of Jan-
sen’s Heating and Air in Effingham, IL, his par-
ents (Tom and Cindy Jansen) have always promot-
ed training to set them apart from competitors.

Troy, who has worked in the business since
2006 says, “Training enables our technicians and
our company to out-perform most of our compet-
itors. They just aren’t training at the level we are,
and very rarely do we hire techs away from them.
We prefer to grow ours from the ground up. We
haven’t hired anyone with experience in the past
five years.”

This $4.2 million gross sales company sets aside
between two and five percent of their revenues for
training — including a large investment in their
own training center combined with outside train-
ing organization affiliations.

The ‘why’ for Wighton’s Heating and Air

“TRAINING
ENABLES OUR
TECHNICIANS
AND OUR
COMPANY TO
OUT-PERFORM
MOST OF OUR
COMPETITORS.”
—TROY JANSEN
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Conditioning revolves around
what President Ric Schorer calls
his three foundational pillars for suc-
cess: Recruitment, Marketing, and
Training.

“Assuming your written process-
es are in place and you have hired the
right person,” Schorer says, “I believe
that without consistent training, you
will fail your employee and they will
either quit or execute their responsi-
bilities very poorly.”

Schorer, whose San Luis Obispo,
CA-based company invests a mini-
mum of 150 hours of training per em-
ployee, puts together a 12-month cal-
endar and posts it in their training lab.
He says their technicians know exact-
ly what is expected of them and they
are engaged in enhancing their careers
and serving their customers best.

TRAINING PAYOFFS

At Masterworks Mechanical,
owner and president Vic Up-
dike agrees. He says “Our team has
an untrainable dedication to Mas-
terworks’ image and our customers’
well-being. It comes from the culture,
the family approach to management,
and empowerment. And others see
this and find it attractive as a place
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for them to work too.”

The Craig, Colorado-based residen-
tial and commercial contracting firm
employs 27 co-workers and dedicates
up to two percent of their annual gross
budget on training.

“We measure everything,” he ex-
plains, “Before and after every job.
Our technicians do airflow and com-
bustion tests which provide us the
numbers we need to prove our solu-
tion worked. No one else in our area
does that. We can offer products and
services nobody can compete with and
we can hame our price.”

The winners here really are every-
one: the customers get comfort, en-
ergy efficiency, health, and safety is-
sues resolved; distributors see fewer
callbacks and warranty issues, and the
contractor grows profits and markets
as a result.

“Training is immediately translat-
ed into the field, enhancing our tech-
nicians’ skills and performance as well
as benefitting our customers,” says
Bobby Bevill of Davis Services. “It
helps our people feel confident in what
they’re doing.”

In fact, he says that Air Upgrades
are now a large part of everything they
do. “We quote them on every single
job,” Bevill says.

The direct result: growth. And that
means they need to always look for
more people.

Another direct benefit is that by
training, especially in High-Perfor-
mance Contracting, contractors can
and do smooth out the hills and val-
leys of weather and season that can
impact an HVAC company.

In fact, Bevill mentions that in the
past, during “slow years,” if it weren't
for their training regimen, they

wouldn’t have been able to keep their
people busy and would have had to lay
them off or worse.

WHAT TYPE OF TRAINING IS BEST?

To really provide meaningful train-
ing in this area requires more than just
a classroom setting — it requires a lot
of hands-on experience as well. This is
what Ric Schorer says is key to success.

For Wighton’s Heating and Air Con-
ditioning, it also means the tech needs
to be open to learning new things and
relearning things they think they know.

He says the key to his company’s
program is to ensure their field team
is proficient in the use of tools to mea-
sure, read wiring diagrams, then in-
terpret this information on function-
ing equipment (in the presence of
their peers). They conduct this type of
training weekly.

Masterworks also conducts weekly,
in-house training to go over all aspects
of the products and services they offer.

“But we also invest in professional
training such as that provided by the
National Comfort Institute (NCI),” Vic
Updike says.

Both Bobby Bevill and Troy Jansen
are big believers in bringing outside ex-
perts into their companies as well.

MANAGEMENT IS KEY IN
A COMPANY THAT TRAINS

Jansen says their company manage-
ment team is very closely involved in
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their training strategy. They always
make sure that at least one member of
the management team is involved.

“We do this so we can not only keep
up with what the team is learning, but
equally as important, we can make
sure what they learn is properly im-
plemented in our daily culture. We
do this through rigorous and contin-
uous in-house sessions to keep what
they learned at the forefront of their
minds. It's our job to come up with the
training plan, implement it, and keep
it rolling forward,” he adds.

Bobby Bevill says that the manage-
ment team at Davis Services works
hard to make training a key part of
their culture. He says the results speak
for themselves.

“The key is for your culture to include

continuous training. We just don’t train
once and hope it sticks. We train and
retrain until the tech knows their stuff
better than anyone else in our area.”

Ric Schorer says that Wighton's
training is “driven by our ability to
measure the performance of the en-
tire system, to be able to describe why
the system doesn’t function to custom-
er expectations, then provide options
and choices so customers can buy what
they need immediately, and schedule
what they want down the road.”

TRAIN FORTHE RIGHT REASONS
Going back to that Harvard Busi-
ness Review article, author Carucci
says, “Training can be a powerful me-
dium when there is proof that the root
cause of the learning need is an unde-

veloped skill or a knowledge deficit.
For those situations, a well-designed
program with customized content, rel-
evant material, skill-building practice,
and a final measurement of skill ac-
quisition works great.”

He adds that “Learning is a conse-
guence of thinking, not teaching. It
happens when people reflect on and
choose a new behavior.

Bobby Bevill concludes that training
must be part of a company’s culture.
He says “Our guys know they will al-
ways be learning new things. And they
expect that. They see the training we
provide helps them to solve issues most
of the competition can't. They get lots
of positive feedback from customers.

“Which iswhy it's our mission to send
them into the field well trained.” ////,I\ﬁ' |
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Introducing Partner
RevuKangaroo

National Comfort Institute is pleased
to introduce our newest partner, Revu-
Kangaroo - an online reputation man-
agement service. They can automatical-
ly gather all reviews posted online about
your company on third-party sites (Yelp,
Google, BB, Facebook, and more) and
help you make the most of them.

Why is this important? It allows you to
tame the internet beast, to better man-
age your online reputation, improve em-
ployee relations with customers, and
take care of any customer concerns be-
fore they get posted to review sites.

RevuKangaroo centralizes all your re-
views so you don't have to hunt all over
the internet for them. They offer the fol-
lowing benefits:

B Send customers to your website to
leave a review

m Allow customers to rate your
employee’s service

B Publish positive reviews to popular
third-party sites

B Provide you instant review notifica-
tion and real-time reporting

B Provide social sharing of your reviews.

Furthermore, as a participant in the
Training Incentive Partnership Program
(TIPP), NCI members earn NCI Bucks
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whenever they purchase services and Be sure to sign up here: ncilink.com/
products through RevuKangaroo. RKTIPP.

Learn more here (ncilink.com/Revu- If you have any questions, call our Cus-
Kangaroo). tomer Care Help line at 800-633-7058.

High-Performance Talk: Are You Missing Out?

Last year, National Comfort Institute (NCI) updated our members-only email discus-
sion forum to improve your daily peer-to-peer communications. It is called High-Per-
formance Talk and it is an easy-to-use, fully featured website.

The cool thing is, you don't have to go to the website to interact with your fellow
members — you can do it completely through email — once you've set up an account
and created a password.

The biggest benefit for you is that once your account is set up, you never have to
log in again (unless you go to the website). All your discussions can be done via email.

To do that, you just use the following email
address: hptalk@highperformancetalk.com.

Creating your account is easy. Just call our
Customer Care help line at 800-633-7058 and
one of our representatives will get you all set
up. It’s a valuable part of your membership and won't take long to do. Once that is
done, you can adjust the settings on your account to make the site work best for you.

Already have an account, but forgot your password? No problem.

Just go to HighPerformanceTalk.com and click “Log In” then “I forgot my pass-
word,” then enter your email address and the “Reset Password” button.

By the way, be sure to add @highperformancetalk.com to your ‘safe senders’ or
whitelist for your email to make sure that you get emails from the site.

What kind of emails? They are conversation threads on a variety of topics that affect

PHOTO OF THE MONTH (13T T L s

“Leakage test? What,s that?” — Patrick Wilks, Wilks Air Conditioning, San Antonio, TX

This is just one of 12 supply outlets in the home. All had the
same treatment: “Custom” register boxes, no collars, no thought of
sealing to the sheetrock. The flex wasn’t even taped to the register
box. Truly plug and play. No worries, the grill will cover it.

Pat Wilks from Wilks Air is the April 2019 winner of our Photo-
of-the-Month contest, as voted on by the subscribers to the
https://hvactoday.com/monthly-issue/ and visitors to the
website. He will receive a $50 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, click ncilink.com/POMSubmit and fill out the information
as requested.

THE MAY CONTEST OPENS ON APRIL 08, 2019.

That gives you plenty of time to submit something
in any of our three categories: The Good, The Bad , WTH
(What the heck).

your business and the in-
dustry. They can be ques-
tions about specific prod-
ucts, advice on what to look
for in after-hours answering
services, suggestions for so-
liciting engineers, or any-
thing you are interested in
sharing or asking about.

So, don’t miss out. Get
set up and get involved.

There's an entire world of

Performance-Based Con- Thisis the High-PerformanceTalk main page that shows all the

. discussion threads.
tractors out there facing 1SCUSS!

the same issues you are. Draw upon their experiences and share your own.
The wisdom of the high-performance contracting crowd can not only benefit your
business, but your life as well.
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ONE MORE THING...

By Dom Guarino

High-Performance Contracting Myths
Debunked

—

——/

Dominick Guarino is
publisher of High-
Performance HVAC
Today magazine

and CEO of National
Comfort Institute, Inc.
He can be reached at

domg@ncihvac.com
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or nearly 30 years, NCI has had the privi-

lege of working with tens of thousands of

contractors across North America to help

them become more performance-based.
Unfortunately, for every company that follows
through and is successful at it, at least two do not.
We often hear from those who didn’t implement
right away, beating themselves up for not getting
started the first time.

As you can imagine, we've heard hundreds
of excuses for not moving forward. Because
there’s not enough room on this page to ad-
dress all of them, I'll share with you the ones
we hear most often.

One of the most common objections is, “It
might work elsewhere, but not here.” These con-
tractors tell us how their market is too small, or
too large, or too suburban, or too rural, or too ur-
ban, or too poor, or too rich. Get the picture?

The truth is thousands of companies across
North America are able to make performance
work, regardless of population count, demo-
graphics, or size.

Interestingly, while some of the most success-
ful Performance-Based Contractors are in small
communities in semi-rural or rural areas, many
NCI-trained companies in big cities and suburbs
are also having great success.

The truth is people are people, no matter where
they live or their walk of life. It’s about connect-
ing with and educating them on why they don’t
have to live with sub-standard comfort systems,
poor 1AQ, and high utility bills.

When you show a homeowner through test-
ing why they have these issues, there’s no need to
hard sell them; nine out of 10 will be interested in
learning more.

Another common reason for not selling Air
Upgrades and renovations is, “We can’t make
enough money at it,” and “It reduces the amount
of regular installations we can sell and install.”

Actually, if you price an upgrade or renova-
tion project to earn the correct gross profit dol-
lars per man-day, it shouldn’'t matter whether
your installers are renovating systems or install-
ing equipment.

In fact, successful Performance-Based compa-
nies make higher gross margins on system im-
provements than equipment installations. Now
that doesn’t mean you shouldn’t sell equipment —
that would be ridiculous. The two not only go well
together, but the best results often occur when
you replace equipment and upgrade or renovate
a system at the same time.

Another common concern is “My techs won't
test and generate leads.” This is mostly a matter
of training and confidence. They need to be given
the opportunity to practice, and yes, even fail —
but not in front of the customer.

They should practice on your systems, on their
homes, even their relatives’ homes. Even a sea-
soned professional concert violinist wouldn’t
think of playing a piece for the first time in front
of a live audience!

Finally, a common excuse for not selling high
performance is not being able to do as many
maintenance calls if they are testing and talking
to the customer about their findings. This topic
will be addressed by Biloxi, Mississippi contrac-
tor Jim Ball, at the NCI Summit this April.

I could fill a page on why it’s so wrong to ex-
pect your maintenance techs to run four to five or
more calls a day. But in short, the whole purpose
of a traditionally low-margin maintenance agree-
ment is to generate additional service and instal-
lation work that is often badly needed. Two to
three maintenance visits a day will yield far more
profitable business when done right with perfor-
mance testing and customer education.

Speaking of Summit, we hope to see you in
Orlando this year. It’s shaping up to be our big-
gest and best Summit ever! Wl
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