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Introduction 
 

What do commercial HVAC service business owners, or their staff want? They want success, more 
leads or opportunities, make more money, and free up more time for themselves and their 
families. However, most of us have a problem. There is a villain called too many distractions, 
preventing them from getting what they want. They need business help, as found in this textbook.  
   

This textbook and our available online support efficiently solve common business problems, 
providing the reader with a sense of relief and reassurance, knowing that they are equipped with 
the necessary tools for success.  
 

This textbook provides an efficient strategic business and career advancement development 
tasking plan for achieving success today. It empowers you with practical strategies and a strong 
sense of control over your business and career.  
 

• We are hyper-focused on profitable revenue growth and will help you to move up to 400% 
more boxes off the shelf.  

• Our business model, similar in scope to HVAC franchise business models, is designed to 
support your growth and is complemented by live weekly meetings for additional guidance 
and support. 

• We provide your managers and staff 24/7 job-specific training on professional work delivery 
procedures and forms on their desktops, laptops, or handheld devices. 

• Enjoy sustainable success. You will learn to TRANSFORM your HVAC business skills to 
outperform the competition, inspiring you to reach new heights and stay motivated in your 
business journey.  

• Imagine what your HVAC Business's performance would look like if you could learn to run 
your business more like the best.  

 
“I looked at all the major consulting services 
and felt that Join HVAC Success’s HVACPro 
offered the best value. We're using his 
commercial service agreement and HVAC 
project pricing software, and their HVAC 
professional business and work delivery 
procedures found in this textbook. They 
provide right at my desktop’s online 
implementation support. We view their 
services as complete business system, pricing 
system and an affordable alternative to a 
franchise.”  
 
Andrew Conrady 
Kelly’s Heating & Air, TX 

 
“We have been using HVACPro for six years 
and can only say great job to Join HVAC 
Success and their team.  Our growth has been 
consistent since we started on the program 
and our profits are up. I have found if you just 
follow the program you can become a very 
professional and harvest more opportunities 
that we often overlooked in the past. The best 
part is we are now sustainable and have a 
place to train our new hires. I would highly 
recommend this program. “ 
 
Clint Green  
Premier Heating & Air Conditioning, ID 
 



 ©10/15/2024  Join HVAC Success, LLC 3 
 

 
 

Table of Contents 
Introduction .......................................................................................................................... 2 

The Many HVAC Business & Career Advancement Benefits ....................................................... 7 

Welcome to the Fastest Means to Success.............................................................................. 8 
We Have a Poor Profitability Problem .................................................................................. 11 

Common Poor Profitability Symptoms that Can Be Fixed ........................................................ 12 

Common Causes Of Poor Profitability ....................................................................................... 13 

Profitably Growing Your Business or Advancing Your Career ................................................ 18 
Basic Business Operating Rules of Success ............................................................................... 19 

Where to Start Your Business Growth or Career Development? ............................................. 20 

Phase #1: Proper Pricing, Increase Leads & Conversion Rates Webinars................................. 21 

Phase #2: Increase Operating Efficiencies & Driving the Business Webinars ........................... 22 

Phase #3: Recruiting, Staffing & Improving Operating Efficiency Webinars ............................ 22 

Job Training Included In This Textbook ..................................................................................... 23 

#1 How to Price Your HVAC Services to Make a Fair Profit .................................................... 25 
Small Business Flat Rate Repair Pricing Method ....................................................................... 26 

Flat Rate Pricing Financial Set-up .............................................................................................. 29 

Time & Material Repair Pricing Method ................................................................................... 30 

Commercial HVAC Service Agreement Pricing Method ............................................................ 31 

Service Agreement Proposal Writing Procedures ..................................................................... 43 

Locking-in Future Repairs .......................................................................................................... 52 

Calculating the Future Revenue Opportunities on Inspection Only Service Agreements ........ 53 

Selecting Which Project Pricing Method To Use ....................................................................... 54 

#2 How to Drive Consistent Growth with Proven Lead Generation Strategies & Tactics ......... 75 
Segmenting Commercial HVAC Markets is More Effective than Generic Marketing ............... 76 

Understanding Building Owner/Operator Roles & Responsibilities ......................................... 94 

Commercial Lead Generation Strategy and Tactical Plan ......................................................... 96 

Overcome Common Commercial HVAC Sales Objections ...................................................... 110 

Organization Option for Implementing Commercial Lead Generation .................................. 115 

Onsite Repair “Checkin” Opportunity Assessment Survey Form ............................................ 116 

Onsite Repair “Check-Out” Opportunity Assessment Survey Form ....................................... 118 

Onsite Service Agreement Sales Call Opportunity Assessment Survey Forms ....................... 120 

Onsite Install-Right Project/Design-Build Sales Call Opportunity Assessment Form ............. 125 

#3 How to Win More Business by Differentiating Your Services .......................................... 130 



 ©10/15/2024  Join HVAC Success, LLC 4 
 

 
 

Design-Build Project Brand & Associated Value Positioning Statement ................................ 131 

#4 How to Harvest More Business With Proactive Selling Strategies & Tactics .................... 135 
Sales Objections Always Fall into 1 of 5 Categories ................................................................ 136 

Proactive Repair Call Handling Tasking Procedures & Forms ................................................. 140 

Proactive Service Agreement Trust-Selling Standard Procedures & Forms ........................... 147 

Proactive Service Agreement Trust-Selling Standard Procedures & Forms ........................... 151 

Proactive Project/Design-Build Trust-Selling Standards Procedures & Forms ....................... 183 

Design-Build/Project Cover Letter and Proposal Agreement ................................................. 198 

Creating a Project/Design-Build Statement of Qualifications ................................................. 218 

#5 How to Drive Operating Efficiencies with Work Delivery Tasking Standards ................... 238 
Establishing Service Repair Work Delivery Standard Procedures ........................................... 241 

Establishing Service Agreement Work Delivery Standard Procedures ................................... 249 

Establishing Project Design-Build Work Delivery Tasking Standard Procedures & Forms ..... 257 

Establishing Equipment Start-up and Maintenace Tasking Standards Procedures ................ 268 

Establishing Quality Assurance Standard Procedures & Forms .............................................. 268 

Establishing Accounts Receivable Aging Practices .................................................................. 269 

Establishing Inventory & Tool Control Standards Procedures ................................................ 273 

Establishing Customer Care Call Handling Standard Procedures ........................................... 281 

Establishing Customer Billing Standards ................................................................................. 285 

Establishing Field Labor Productivity Optimization Standards ............................................... 286 

Establishing Service Reporting Standard Procedures ............................................................. 286 

#6 How to Protect the Business with Proper Terms & Conditions ....................................... 289 
Demand Service Payment & Liability Protection Terms & Conditions ................................... 291 

Service Agreement Payment & Liability Protection Terms & Conditions ............................... 292 

Project/Design-Build Payment & Liability Protection Terms & Conditions ............................ 294 

#7 How to Retain the Best People with Proven Employee Retention Strategies .................. 296 
Implement Step-by-Step Work Delivery Standard Procedures .............................................. 297 

Implement Performance-Based Job Descriptions ................................................................... 297 

Implementing Labor Billable Efficiency & Productivity Monitoring ....................................... 299 

Implement Performance Incentive Plans ................................................................................ 300 

Implement a Company Culture of Success ............................................................................. 310 

#8 How to Drive Profitability Using Key Performance Indicators ......................................... 312 
Keep your Business on Track Using  KPIs ................................................................................ 312 

Establishing Financial & Labor  KPIs ........................................................................................ 314 

Driving Profitability Using Financial  KPIs ................................................................................ 316 



 ©10/15/2024  Join HVAC Success, LLC 5 
 

 
 

Drive Operating Profitability Using Financial  KPIs.................................................................. 318 

Prevent Running Out of Money Using Break-Even Revenue  KPIs ......................................... 321 

#9 How to Efficiently Organize the Business for Growth ..................................................... 322 
Efficient Office Admin Department Organizational Structure ................................................ 325 

Efficient Sales Department Organizational Structure ............................................................. 325 

Efficient Service Department Organizational Structure .......................................................... 326 

Efficient Installation Department Organizational Structure ................................................... 326 

Efficient Construction Department Organizational Structure ................................................ 326 

Forecasting Labor Staffing Requirement by Work Catagory Procedure ................................. 327 

#10 How to Implement Proper Customer Care Call Handling Procedures ............................ 330 
Understanding the Benefits of Good Customer Care ............................................................. 330 

Customer Care Inbound and Outbound call handling scripts ................................................. 331 

Crucial Hiring Criteria for the Customer Care & Dispatcher Function .................................... 336 

Implement Training for the Customer Care/Dispatch Function ............................................. 341 

#11 How to Forecast Your Monthly Spend Plan .................................................................. 344 
Why You Need a Monthly Spend Plan Budget ........................................................................ 344 

BudgetPro Produces a Monthly Spend Plan - Repairs ............................................................ 349 

BudgetPro Produces a Monthly Spend Plan - Maintenance Agreements .............................. 350 

BudgetPro Produces a Monthly Spend Plan - System Replacements ..................................... 351 

BudgetPro Produces a Monthly Spend Plan – New Construction .......................................... 352 

#12 How to Recruit and Retain Top Performers .................................................................. 353 
Proven Strategies to Help You Recruit the Best: ..................................................................... 353 

Proven Strategies to Help You Retain the Best ....................................................................... 354 

The Many Costs of Making a Bad Hire .................................................................................... 356 

11-Tips for Hiring the Right Candidate .................................................................................... 357 

Screening the Applicant Resume Checklist ............................................................................. 361 

6-Behavioral Interview Questions You Must Ask .................................................................... 362 

Types of Interview Questions .................................................................................................. 365 

9-Step Interviewing Process .................................................................................................... 367 

Post-Interview Checklist .......................................................................................................... 368 

Candidate Selection Checklist ................................................................................................. 369 

You Cannot Afford Not to Conduct Background Checks ......................................................... 369 

Assessing The New Hire Training Needs ................................................................................. 370 

Coaching to Develop Individuals & Teams .............................................................................. 372 



 ©10/15/2024  Join HVAC Success, LLC 6 
 

 
 

Counseling to Change Troublesome Work Behaviors ............................................................. 373 

#13 How to Select and Implement Field Management Software ......................................... 376 
#14 How to Self-Develop Your Leadership and People Skills ............................................... 379 

Basic Compensation and Financial Incentives ........................................................................ 381 

Different Leadership Styles and When to Use Them .............................................................. 383 

The Top Leadership Skills to Improve ..................................................................................... 384 

Leadership Skill Self-Development Plan .................................................................................. 391 

Appendix A –Complete Set of Operating & Work Delivery Documents ............................... 393 
Appendix B –Performance-Based Job Descriptions ............................................................. 405 
Appendix C – Equipment Start-up Test & Verification Procedures....................................... 425 

AccuTask Packaged RTU Heat/Cool - Air-Cooled Annual Maintenance Inspection ................ 430 

AccuTask Split-System Heat/Cool - Air-Cooled Annual Maintenance Inspection .................. 433 

Appendix D – Join The HVACPro Growth Club .................................................................... 436 
Appendix E – Commercial Staff Job Training Online Class Descriptions ............................... 438 

General Manager/Operation Manager Job Training .............................................................. 439 

Marketing Manager Job Training ............................................................................................ 456 

Sales Manager Job Training ..................................................................................................... 467 

Commercial Service Agreement Sales Rep Job Training ......................................................... 483 

Commercial Project/Design-Build Sales Rep Job Training ...................................................... 493 

Project/Design-Build Estimator ............................................................................................... 500 

Service Manager Job Training ................................................................................................. 509 

Dispatcher/Customer Care Manager Job Training .................................................................. 522 

Selling Tech/Lead Tech/Technician Job Training Track ........................................................... 526 

Installation/Construction Manager Job Training .................................................................... 530 

Foreman/Installer/Helper Job Training ................................................................................... 536 

Office Manager Job Training ................................................................................................... 539 

Receptionist Job Training ........................................................................................................ 546 

Bookkeeper Job Training ......................................................................................................... 550 

Accounting Job Training .......................................................................................................... 553 

Human Resource Manager Job Training ................................................................................. 556 

Index ................................................................................................................................. 566 
 

  



 ©10/15/2024  Join HVAC Success, LLC 7 
 

 
 

The Many HVAC Business & Career Advancement Benefits 
   
OBTAIN A CLEAR PATH FOR BUSINESS OWNERS OR CAREER ADVANCEMENT 
This textbook provides a prioritized step-by-step strategic business development 
tasking plan to implement best practice procedures within your business. We present 
today’s best practice sequence labor tasking process & forms required to complete 
each business management and work delivery function of the company. These 
business and work delivery functions are also packaged into standard industry job 
training for each member of your business.  
  
INCREASE YOUR CHANCES OF SUCCESS 
Successful contractors know it is all about managing people and procedures that 
enable success—methods that help you consistently capture your fair share of 
revenue and profit opportunities. Customers have gone from negative net profit 
before taxes to 30%+ within three months of implementing textbook best practice 
HVAC business and work delivery procedures.  
 

PERFORM COMMERCIAL LEAD GENERATION BETTER. 
In this textbook, we provide commercial lead generation strategies for your repair, 
service agreement, replacement, and retrofit/design-build project services. 
 
SELL YOUR WORK BETTER 
We provide value-based selling procedures for commercial service agreements and 
projects, which offer our clients up to 60% or more close rates at higher gross profit 
margins than price-only selling methods. 
 

PRICE YOUR WORK BETTER 
We provide best-practice repair service, replacement installation, retrofit, and 
design-build pricing methods. 
 

ORGANIZE YOUR WORK BETTER 
We provide a complete set of proven business and work delivery procedures to train 
your staff. Operating and work delivery procedures your staff can replicate every 
time. We also help you right-size to full staff utilization and manage your team to 
procedures. 
 

OBTAIN UNLIMITED ACCESS TO BUSINESS& STAFF TRAINING 
Our HVACPro Masterclass Club offers unlimited access to online LIVE staff job 
education and implementation training focused on the HVAC process. 
 

  



 

HVACPro Business Development Program 
provides a one-stop, right at your desktop, 
complete HVAC service business operating 
resource and training center, similar in scope to 
today’s HVAC franchise models. 
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