
The HVAC Busy Season 
Playbook

Maximize revenue, minimize burnout



Customer communication platform enabling 
you to scale revenue-driving conversations 
across SMS, email, and live call.

 →  Higher conversion
 →  Lower overhead
 →  Scalable growth



Member-owned organization that drives 
business growth and development through 
continued education and the sharing of ideas.

 →  40+ coaches
 →  800+ members; 95% retention rate
 →  10% revenue growth and 15% net profit



Agenda

 → Expansion trap
 → Map out touchpoints
 → Pair with best practice communication
 → Speed to lead best practices
 → Estimate follow-up best practices
 → Prepare for the long game

→ Lead nurture best practices
 → Mindset
 → Bring it all together
 → Q&A

Share your comments and 
questions throughout!



● Volume without strategy = 
missed opportunities and a 
burnt out team 

● What are the best in class 
businesses doing to fully 
capitalize on busy season?

The problem with busy season

What it comes down to = 
conversations



1. Map out your touchpoints

Touchpoint Goal
Filled out form Book appointment

Called your business Book appointment

Booked estimate appt Keep appointment

Did not book estimate appt Book appointment

Canceled estimate appt Book appointment

Accepted estimate Learn what to expect

Open estimate Answer questions, raise objections, 
close it

Upcoming install Remind them, answer questions

Completed install Follow up

Invoice due Pay invoice

● Pretty straightforward but the 
point is, map it

● Each point = an opportunity or 
a leak

● This is a distilled version - 
focused on busy season 
touchpoints, weʼll cover 
off-season touchpoints later

● Template here 

https://www.usehatchapp.com/customer-journey-message-map-template


2. Pair with best practice outreach

The rules of outreach:
● Prompt
● Personalized (catered to that touchpoint)
● Short, response-oriented
● Multi channel SMS (primary), email, call)
● Multi-day (sequence)
● Messaging best practice guide

Mindset: Pushing through the 
funnel vs guiding them in buying

https://www.usehatchapp.com/playbooks/sms-best-practices


2. Pair with best practice outreach

● Notice, the best practices we shared are just for 
outreach

○ Goal is to get a response, not an 
appointment

○ Small actions, lower friction
● Every touchpoint is a conversation

○ Start the conversation to prompt the ultimate 
action

● Basic formula, varies by touchpoint
○ So what does this look for key touch points 

during busy season?
■ Speed to lead
■ Estimate follow up

Response rate first.
Everything else will follow!



What gets the response? We did a study.
1. 1 minute outreach
2. 7 message, 5 days
3. 160250 characters (includes compliance 

verbiage)
4. End with a clear ask that requires a simple 

answer. Don't put any work on their plate.

Speed to lead best practices

● Data study here
● Example templates here

https://www.usehatchapp.com/blog/hvac-speed-to-lead-response-rates
https://www.usehatchapp.com/playbooks/speed-to-lead-templates


Speed to lead best practices



Estimate follow-up best practices

● First of all, do it!!!



Estimate follow-up best practices

● Reach out within 12 days
● 7 messages, 7 days, 2 pause days

○ 5 texts and 2 emails
● 160220 characters 
● That doesnʼt mean that other 

cadences wonʼt work. Just make 
sure you stick to messaging best 
practices

● Data study here
● Example templates here

https://www.usehatchapp.com/playbooks/sms-best-practices
https://www.usehatchapp.com/playbooks/sms-best-practices
https://www.usehatchapp.com/blog/hvac-estimate-follow-up-response-rates
https://www.usehatchapp.com/playbooks/top-two-estimate-follow-up-templates


Estimate follow-up best practices

Feedback approach Direct quote approach



Go for the long game

Have long-term nurture sequences in place for 
leads and customers you engaged during busy 
season (for 36 months down the line)

1. Aged leads that never booked
2. Aged estimates that never closed
3. Half completed jobs
4. Maintenance & memberships
5. Cross promotion

Example templates here

https://www.usehatchapp.com/blog/hatch-campaign-templates


Go for the long game

That means you need to:
1. Properly disposition CRM
2. Make sure techs are 

promoting maintenance 
program during the install

3. Make sure youʼre providing a 
great in-person experience 
for that repeat business



Wrap it up

1. Map out the customer journey touchpoints
2. Pair with best practice communication
3. Prioritize the in-season ones but prepare for 

off-season
4. Use automation to help you do it 
5. Have the right mindset  - guiding through 

journey, not pushing through funnel



Q&A



Appendix



Use automation!

● Best practice communication across every 
key touchpoint is a lot to manage!

Form fill

Canceled appointment

Missed call

Estimate given

Estimate aged

Schedule installation

Happy call

Invoice due

Schedule maintenance



● Importance of speed!

Speed to lead

8x conversion in 
first 5 min

78% go with the first 
business they hear from



Customer journey

● Importance of a full-funnel approach



● Wilson
4x set rate; 2x revenue

● Peterman
● Apex

5x set rate, 20% 
revenue

● Peaden 
86% connect rates

● Apple Aire

Nexstar <> Hatch success stories

● Watch a demo 
video here

● View all success 
stories here.

● Point Loma
14% set rate

● Rescue Air
10% close rate

● GL Hunt
+40% set rate

● Genz-Ryan
700 tune-up appointments 
with one campaign

https://www.usehatchapp.com/testimonials/wilson
https://www.usehatchapp.com/testimonials/peterman-hvac
https://www.usehatchapp.com/testimonials/apex
https://www.usehatchapp.com/testimonials/peaden
https://www.usehatchapp.com/testimonials/apple-aire
https://www.usehatchapp.com/hubfs/watch-a-demo-vid-2501.mp4
https://www.usehatchapp.com/testimonials
https://www.usehatchapp.com/testimonials/point-loma-electric
https://www.usehatchapp.com/testimonials/rescue-air
https://www.usehatchapp.com/testimonials/gl-hunt
https://www.usehatchapp.com/blog/expansion-trap-webinar-recap

