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WARNING!!!  

This manual contains only opinions, personal experiences, and is not intended to be 
professional advice you should act upon, nor rely on. The author is not an attorney, nor 
an accountant, and no information is intended to be legal advice of any sort. Check with 
an attorney, or accountant before acting upon any opinions in this book.  

This manual is the sole property of Bestline Plumbing Inc. and is protected, under the 
copyright laws of the United States, and no parts may be copied, sold, nor transmitted, 
in any way, without the express written permission of the author.                        

                                        ©       

Leonard Megliola Jr. 
Bestline Plumbing Inc. 
15523 S. Vermont Ave. 

Gardena, Ca. 90247 
(800) 342-9559 bestline@earthlink.net
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WHAT IS IN THIS MANUAL   

This document contains philosophies, methods, and software we have been using for 
over 35 years.    

MANUAL INCLUDES  

Powerful ads we are currently using 
System we use to close 95% of the sales we attempt to close 
System for bookkeeping that is simple and accurate 
System for managing and tracking your customer list database 
Powerful advertising campaigns    

FREE SOFTWARE  

Dispatching software that is simple 
http://bestlineplumbing.com/ServiceCalls.htm

  

Customer List and Advertising Campaign 
http://bestlineplumbing.com/CustomerDatabase.htm

  

Accounting 
http://bestlineplumbing.com/Accounting.htm

  

Account Receivables 
http://bestlineplumbing.com/Statements.htm

  

Payroll system for calculating the payroll you owe your employees (not tax software) 
http://bestlineplumbing.com/PayrollSoftware.htm

  

Price Book is designed to be used as a tool for closing sales 
http://bestlineplumbing.com/PriceList.htm

  

Plumber sewer and drain codes - PowerPoint Presentation 
http://bestlineplumbing.com/DrainCodes.htm

  

Copies of advertising and flyers 
http://bestlineplumbing.com/FlyersLinkOnly.htm

  

Copies of 8-page contract you can modify for your business 
http://bestlineplumbing.com/ContractMSWordCopy.htm

  

Forums we participate in:       

Contractor Talk Forum www.contractortalk.com 
Plumbing Zone Forum www.plumbingzoneforum.com 

Sales Practice Forum www.salespractice.com 
Ridgid Forum www.ridgidforum.com 

http://bestlineplumbing.com/ServiceCalls.htm
http://bestlineplumbing.com/CustomerDatabase.htm
http://bestlineplumbing.com/Accounting.htm
http://bestlineplumbing.com/Statements.htm
http://bestlineplumbing.com/PayrollSoftware.htm
http://bestlineplumbing.com/PriceList.htm
http://bestlineplumbing.com/DrainCodes.htm
http://bestlineplumbing.com/FlyersLinkOnly.htm
http://bestlineplumbing.com/ContractMSWordCopy.htm
http://www.contractortalk.com
http://www.plumbingzoneforum.com
http://www.salespractice.com
http://www.ridgidforum.com
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Articles written about Bestline Plumbing in Construction Marketing Ideas  

                   http://constructionmarketingideas.blogspot.com/search?q=bestline

    
WHY THERE ARE TWO SEPARATE FILES FOR THIS MANUAL  

This manual is too large to download on my web site, so I had to make two separate 
files. Part II of this manual contains:   

Advertising Door To Door Campaign 
Collecting Bad Debt 
Door To Door Sales 
Leads Why Throw Away 
Lien Mechanic's - Filing, 
Mechanic's Lien 
Price Book 
Resolving Customer Issues    

http://constructionmarketingideas.blogspot.com/search?q=bestline
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PREFACE  

The reason, for writing this manual, is to show contractors how we run our business. I 
'think' we are fairly unique and successful. I hope this information gives you some ideas, 
and helps you improve your business in at least one way.  

Most books tell you what to do. I am attempting to tell you how to implement marketing 
strategies, how to close 95% of the sales you attempt to close, how to simplify record 
keeping, how to streamline your business, how to reduce your overhead, how to reduce 
your burden, and how to make running your business more fun.  

I am writing this manual because I think my shop generates about four times more 
leads, we close about four times more sales, and we make net about four times more 
profit than any repair plumbing shop, when you compare the number of employees.    

I am confident this manual will help the average contractor increase his sales by up to 
400%.  
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FOUR PROFESSIONAL STRENGTHS  

Four essential strengths, necessary for a successful business are marketing, closing 
sales, running the business, and providing service, or delivering. Each strength is a 
separate profession that requires more than novice experience. One error, with your 
record keeping, over an extended period of time, could cost you thousands of dollars in 
legal fees, penalties, and ruin your desire to run a business.  

It is difficult, for even well-established companies, to survive. When every dollar earned, 
is critical, for survival, every dollar lost is equally important. Every failed sale, results in 
loss of operating capital, slower business growth, and less profit.  

To have a decent home and lifestyle, employees working for any company should earn 
no less than $75,000, per year. If you are the owner of a business, you should earn, for 
yourself, no less than $75,000, your first year. Your business should earn, at least, 
another $25,000, per year, so it can grow, to cover bad debt, for error, and to pay into 
your retirement account.  Each year, the amount you earn, and the amount your 
business earns, should increase, by no less than 15%. At the end of five years, you 
should be earning no less than $125,000 per year, and your business should still earn, 
an additional $25,000 to $50,000, for growth. If your wife is helping, with your business, 
you should be paying her no less than $20, per hour.  

Many contractors dread hiring employees, for many reasons. There are employers who 
can't keep one employee happy, and there are employers, who have thousands of 
happy employees. I will discuss how we pay our employees, and keep them until they 
retire. Your earning potential will be unlimited when you hire employees, and without 
them, you will not earn much more than working for someone else.   

Working for yourself, means you are working two different full-time jobs, and must be an 
expert at four separate professions. One full-time job is running the business. The 
second full-time job, is to perform your services. When you work two separate jobs, you 
should be earning no less than $75,000, for each job, or no less than $150,000, per 
year. Of course, it is possible for many contractors to earn over $1 million, per year, by 
using the methods in this book.  

Professional skills required to run a business will be discussed in this manual.   

Recordkeeping  
Accounting 
Tax Reporting 
Cost Control 
Accounts Payable 
Accounts Receivable 
Purchasing 
Inventory Control 
Auditing 
Liability Insurance 
Worker's Compensation Insurance 
EDD  
Payroll Taxes 
Collecting bad debts 
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Contracting laws 
Filing liens 
Employee rights, 
Marketing 
Closing Sales 
Delivering the product and service  

Closing Sales Requires The Proper Mixture Of Ingredients And Timing.  Millions of 
people have bags of flower, sugar, and water. These are some of the ingredients to 
bake a cake, and not every person can bake a cake. When cooks don't mix the exact 
amount of ingredients, at specific times, the cake may be mediocre to bad. When you 
mismatch, the sequence of mixing the ingredients, you may still get a cake, but it may 
not actually taste like a cake. When you mismatch the ingredients, necessary to close a 
sale, you will get mediocre to bad sales, or you may get no sales.  

Lower prices = less sales. Tell a customer he needs a job for $300. Does this 
customer think a job, worth only $300, is a job that requires immediate attention? Tell 
the customer he needs a job for $5,000. Now, you have the customer's immediate and 
undivided attention. Higher prices = more urgency = higher percent of closed sales.  

Not all employees close sales. You cannot force employees to close sales. Promises, 
for large amounts of cash, will not motivate employees to close sales. Even money 
cannot change what people want. What you can do, is learn to capitalize on what each 
employee likes, his personal strengths, and his personal qualities. Never force an 
employee to perform any service he does not like. If you do, he will sabotage your 
business and your jobs.   

Some of your best sales people may be somewhere in the shadows and they may 
appear to be your least likely candidates. Mentor and coach all your employees, to 
close sales. Hire, only bright individuals, with no less than a high school education.  

APPLICANT TEST  

Look for employees with no less than a high school education and employees who are 
bright. You know an employee is bright when you need to explain something only one 
time. You would rather have an employee who knows nothing about the trade and an 
employee who is bright, rather than hire an experienced employee, who you cannot 
teach to do the work the way you want it done.  
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This is the pre-application test we give our employees. We only hire employees who get 
all five answers correct.  

1. How many ounces are in a pound?  

2. What is the capitol of California?  

3. What is 20% of $3200?  

4. How many square feet are in a room 10 x 25?  

5. Change 75-3/4 to a decimal?  

Many applicants get upset when asked these questions. Great, because these are not 
the employees you are looking for. When asked, why they are asked these questions, 
tell the applicant, "because if the school system can't teach you these answers, in 12 
years, then I can't teach you what you need to learn."    

MANAGING EMPLOYEES  

Managers don't manage employees. They develop 'systems' for employees to follow, 
put every system in writing, and continually update their systems. Managers teach 
employees how to implement systems.  

Systems and Procedures tell your employees what time to show up for work, their 
working hours, where to park their personal and company vehicles, vacation policies, 
when and how to turn in payroll, how to perform installations, how to close sales, how to 
handle customer problems, when to eat lunch, dress, hygiene, and everything that has 
any bearing on the way you want your business run.   

HOW TO HAVE A GOOD COMPANY MEETING  

Updating your Systems and Procedures is a great tool, to use, to have a great company 
meeting. Employees are anxious to discuss and create new systems that will benefit 
them. Company meetings help employees understand what you want and what you 
expect. Employees will perform better, and will be more productive, when they feel 
comfortable, knowing they are doing what you want. Systems and Procedures, in 
writing, eliminates arguments, and the senseless loss of good employees, who would 
have stayed, had their duties and expectations been clear. Your systems can be so 
perfect; your employees will fire themselves if they don't follow your company's Systems 
and Procedures.  

When you take the time, to put your Systems and Procedures in writing, and implement 
them, your view regarding employees, will change. Your tensions will lessen, your 
employees will respect you more, they will stay with you longer, your profits will 
increase, you will be able to provide more for your employees, and you will have time to 
focus on more important issues.   



 

8

 
With good Systems and Procedures, you can go on long vacations, and your business 
will still run like a well-oiled machine, without you.   

Salesmen are your company's most valuable employees. Without sales, you don't 
need installers. Salesmen should be your highest paid employees. Eventually, installers 
see the big money, the salesmen make, and they become interested in closing sales.  

Many of my employees closed more sales than I could. Never judge the potential, of an 
employee, based on his looks, age, experience, education, nor race. With a tiny amount 
of training, their enthusiasm, personality, and mannerisms could produce unbelievable 
sales. In less than two weeks, we trained several employees, as young as 18 years old, 
with absolutely no knowledge, about plumbing, to sell, almost $20,000 to $35,000 every 
week. They make us a lot of money and some leave. We are constantly screening 
employees always have another bright student ready to move up to a salesman 
position.    

With the exception of price-gouging, no price is illegal. No price is the right, or 
wrong price. Every contractor, in your area, could be charging $39 to $150, to clean a 
kitchen drain, and you charge a customer $300, to clean a kitchen drain. This is not 
price-gouging, if you cleaned the drain at 3 a.m., on Christmas morning. Extremely high 
prices can be justified, when special circumstances exist, and the customer agrees to 
pay the price, beforehand.  

What other contractors charge their customers should have no influence on the prices 
your charge. If you feel you are the best contractor, you should charge the highest 
prices. My wife pays three times more, for dental work, than I am willing to pay, because 
she thinks her dentist is the best in the world. Her dentist thinks he is the best dentist in 
the world, and his prices confirm this. My dentist charges about one-third the price of my 
wife's dentist. The right price is what the customer is willing to pay.  

Plumbing is the highest paying trade in the construction industry.  Plumbers can 
charge any realistic price. I charged a customer $800, just to screw on a clean-out plug. 
The job took me ten minutes, and the customer agreed, $800 was a reasonable price. 
Price-gouging was never an issue because no other plumbing company was willing to 
crawl 50 feet, through eighteen inches of human waste, to screw this plug into the 
clean-out fitting. This job was at a large apartment building, where a plumber forgot to 
screw the plug into the clean-out fitting. Thousands of gallons of waste water spilled 
underneath the building, and the water could not be extracted, until after the plug was 
installed. It would have cost the owner thousands of dollars, to relocate the tenants, and 
wait for the water, underneath the building, to get pumped and dried. So, you see, I 
saved the building owner thousands of dollars.   

Charge as much as can until your volume of work, slightly, decreases. 
Consistently, increase your prices until the volume of work, you get, decreases to the 
point you achieve maximum net profit. You will know when you are charging maximum 
prices, when you start to get a lower volume of work, and your net profit, slightly, 
decreases. You need to do a lot of number crunching to quantify your best price. The 
best price could be a little higher or a little lower. Your best price is the price where 
you earn the most profit. 
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No store-bought price books. My wife's dentist made his own personal price book. It 
is 'one of a kind'.  My wife's dentist sees his value as unique. Price book publishers do 
not know your weaknesses, strengths, nor your expertise. If you want to take jobs from 
other contractors, you need to be different. You need unique selling positions. You need 
a unique set of prices, specifically designed for you and customized for the sales 
methods you are about to learn.  

http://bestlineplumbing.com/PriceList.htm

   

Never telegraph your punches. Never pre-pitch

 

a sale. Pre-pitching is when a 
contractor tells the customer, as soon as he arrives, the pipes are old, and if he touches 
the pipe, faucet, or whatever, something might break. Pre-pitching warns the customer, 
to build a defense against a sales attack, long before the closing of the sale is 
commenced. Be quiet, listen, investigate, and say the least number of words, possible. 
Too many words confuses people. Ask customers many questions and learn as much 
as you can about the customer and his construction needs, before you speak.  

When making repairs, always complete the repair first, never add extra charges, 
and always show the customer how great the finished work is. When cleaning a drain, 
complete the work, first, and show the customer the drain is working. After the customer 
sees you are professional and he knows you do good work, look for something to sell. 
Never tell the customer you may not be able to clean a drain, or you may not be able to 
repair a faucet, or a furnace. You want the customer to think he hired a master who can 
repair everything.  

Never talk about your company or personal life. Instead, you want the customer to 
talk to you. Ask customers, subtly, what type of work they did, or used to do. Older 
customers love to talk about their work, their past, and their family. Never comment 
about material things inside a home. Tell the customer the pictures on the wall look like 
he has a nice and healthy-looking family. Don't reply to every statement. Never talk 
about politics or religion. People love to talk and they will love you for being a great 
listener. Love = more money for you.  

Jokes and laughter are one of the greatest sales tools. When you can get a 
customer to laugh, you hardly need to do any work to close sales. Some of my best 
sales people made customers laugh so much, customers signed contracts with little 
knowledge regarding the scope of the work, nor the price.  

http://bestlineplumbing.com/PriceList.htm
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Closing Sales  

The Plumber's Philosophy  

Before closing a sale, we must agree the customer actually needs the product, or 
service we are selling. Never pressure a customer, nor use duress. Never use fear as a 
motivator. Never talk bad about another contractor. Always give the customer adequate 
information. Always give the customer adequate time to make an informed decision. 
Always be honest and use ethical business methods.  

Mindset. Arrive at every job with the mind-set; your goal is to provide the customer the 
best service possible. You are the professional contractor. Your job is to provide the 
best service possible. Your job is to do the most thorough job possible. Your job is to 
solve the customer's problems for the longest period of time, possible, by providing the 
best quality of workmanship, and the best materials, possible. You do not make 
personal judgments regarding the customer's financial status. You give the customer 
your best professional opinion regarding options to repair, or replace.    

Give free estimates for more sales and profit. While we would like to get paid for 
every estimate, we earn more profit by giving free estimates. The amount we earn, by 
charging for an estimate, is insignificant, compared to money we lose, by not giving free 
estimates. You can not be competitive when almost every service business gives free 
estimates, including kitchen cabinet installers, window installers, roofers, general 
contractors, painters, etc.   

These are some sample calculations with hypothetical numbers to show how much 
more a contractor may earn by giving free estimates.  

For this example, you and I run identical contracting companies. Our average sale is 
$6,000 and both of us close sales on 70% of our leads.  

When my customers call, I give free estimates to 100% of my leads.  

You charge for estimates and 40% of customers (leads) refuse to pay. You get to give 
estimates to only 60% of your incoming leads.   

LEADS

 

ESTIMATES GIVEN CLOSED Avg. Sale GROSS 
100 100% X 100 = 100 70% x 100 = 70 $ 6,000 X 70 $420,000 
100 60% x 100 = 60 70% x 60 = 42 $6,000 x 42 $252,000 

    

Difference

 

$168,000 

 

I made $168,000 more money than you by giving free estimates. If that is not a lot of 
money then multiply that time 30 years =  $5 million.   
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YOU CANNOT JUDGE A LEAD OVER THE PHONE  

People with money put on an act to make you think they are frugal, tight (cheap) and 
people with money put on an act like they are big spenders. A customer calls you and 
says he is getting 10 estimates. This could be just an act so you lower your price.  

A customer tells you he does not to pay for an estimate and he does not know as much 
as you about why he should pay you for the estimate. Perhaps, the customer is willing 
to give you an estimate if you convince him during the initial phone call, but you failed, 
so you it may be your own fault you lost a good customer, or a $50,000 sale. Maybe you 
can't do a good job selling him that he should pay for the estimate or diagnosis. Maybe, 
this guy who does not understand about paying for a diagnosis owns a thousand homes 
and is a huge spender and you just lost a few hundred thousand dollars because your 
judgment system was out-of-whack.   

Maybe some customers have a low priority for paying for a diagnosis because he does 
not know the value of what is wrong.  Your customer thinks he needs a five-cent washer 
and he questions why he should pay you $95 to tell him this. Some other plumber, who 
gives free estimates sells your customer a job for $50,000. Was this customer a tire 
kicker? You don't know and you will never know until after you give the estimate.  Are 
you really willing to gamble the loss of $50,000 because someone would not pay you 
$95?  

If my boss gives me a call tomorrow and the customer refuses to pay for a diagnosis, I 
am going to the job to try to sell $5,000, $10,000, or $50,000 anyway. I would think of 
myself as a fool if I sat in a coffee shop while some other plumber gets the job and 
smiles as he waves at me through the coffee shop window. For you, the business 
owner, $10,000 can buy a very nice used truck, pay a few months rent in advance, buy 
a new jet ski, a motorcycle, or something nice for the wife.   

I have relatives who do a lot of gambling. I am always amazed at how they will lose 
$20,000 in one trip to a casino. Then, my parents would and scream at each other 
because my mother wanted to buy a $5,000 couch set. Put this in reverse for business. 
A business owner will utilize most of his time scratching his butt to figure out how to pay 
his debts when he should be utilizing this time to make so much money he could pay his 
debts and have so much money left over he would not know what to do with it. My point; 
Some contractors think the lost of $95 is more important than the loss of $50,000.   

You give me a thousand reasons why you should charge for an estimate and I will give 
you a thousand reasons why you should not charge for an estimate.  Who made more 
money in the previous calculations?  
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INCREASE YOUR SALES BY 400%      

WHY THE ROLEX WATCH STORY IS IMPORTANT   

Closing sales is not an art. Closing sales is a science that uses a methodological 
discipline.

 
Science is; the acquiring of knowledge gained through experience.  

Closing sales for cars, appliances, homes, vacuum cleaners, plumbing, remodeling, and 
new homes have the same predictable patterns, thoughts, requirements, and hurdles. I 
use this Rolex Watch Story, as an example, because I want you to imagine you are 
performing a simple $95 service call, and halfway through completion, you drop a bomb 
on the customer. You hit the customer with an estimate for $10,000. To close this sale, 
you must understand what goes through the customer's mind, even before he sees the 
flash of light. You just blew the customer into tiny smitherines and he is floating way up 
in the atmosphere. He is not coming down for a few weeks. There is nothing you can do 
to put the customer back together. Your sale is up in the air, floating with the 
smitherines, and you want to close this sale today, not in two weeks.  

During the closing, of every sale, many predictable thoughts occur. When you 
understand the pattern of these thoughts, you will have the tools necessary to overcome 
the hurdles of closing sales, long before they are in your view, and you will be capable 
of anticipating your customer's thoughts before they occur, and the order in which your 
customer's thoughts will occur. Closing sales is similar to playing a game that requires 
pushing buttons during precisely calculated stages of the game. You push, button #1, to 
start.  The instant, step one is completed, you immediately, push button #2, etc. You 
must understand the customer's fears, the predictable pattern of their thoughts, how to 
control timing, and know how to be in full control of every step.  
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THE ROLEX WATCH   

You are crossing an intersection in Manhattan New York. There are 500 people waiting 
on each side of the street. The walk sign turns white and people on both sides of the 
street rush to the opposite sides. You get half way across the street, a carpenter steps 
in front of you, and blocks your path. The carpenter holds out his hand, and asks, "sir, 
how would you like to buy this $8,000 Rolex watch, for only $50?" You shake your head 
and keep walking.  

WHAT HAPPENED?  

As you continued to walk, what were your thoughts? How many thoughts did you have? 
What were your fears? Did you trust the carpenter? Did you have a warm and fuzzy 
feeling? Did you believe the watch was real? Did you think you would buy, an $8,000 
watch, for only $50, if you had the time to get to know the carpenter better, and if you 
had more time to verify the watch was real? Did you think the entire meeting in the 
middle of the street was a scam? Did you fear, if you continued to do business in the 
middle of the street, you would get run down by a New York taxi?  

What was the carpenter thinking when you refused, to purchase his authentic $8,000 
Rolex watch, for only $50? Did he understand why you refused to consummate the 
deal?   

The carpenter starts to think like a plumber. The carpenter, goes home, fires up his 
computer, gets on the Wood Master Forum, and asks, forum members, if he should 
lower the price. The carpenter lowers the price to $25. He waits until he sees a man 
with a plumber's shirt crossing the street, and he stops him in the middle of the street. 
Again, no sale is consummated.  Now, the carpenter starts thinking his price must be 
too low. So, the carpenter raises the price of the watch to $3,000. He waits until he sees 
a welder and he crosses the street, a third time. Again, no sale is consummated.   

Is this story an exaggeration? You may think the story is ridiculous, because no sane 
person is going to do business in the middle of a Manhattan intersection. No sane 
person is going to spend $30,000, and hire a contractor without getting at least, three 
estimates, without speaking with relatives, without having an attorney review the 
contract, and not is less than two weeks, or, maybe there are some people, who know 
how to close sales so well, they can close huge sales in less than 15 minutes, and their 
customers will not get three estimates. Their customers do not seek the advice of an 
attorney, and their customers will not confer with friends, nor with relatives. Their 
customers are always satisfied they got a great deal, will call for future business, and 
become evangelists for their companies.   
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The attempt, to sell the watch failed three times because the carpenter did not take the 
time to eliminate eight simple obstacles. The carpenter (no offense intended toward any 
carpenters) does not understand what people think, nor how people think, when closing 
a sale.   

The Rolex watch sale was not consummated because of the following obstacles:   

chaos  
fear  
mistrust  
bad timing   
disbelief  
failure to see value,  
lack of need for immediate action. 

           lack of money  

This is not a long list of obstacles to master. Yet, very few contractors consider 
eliminating these obstacles neither before nor during a sale. You are approached with 
these exact same obstacles every day.   

Every time, a telemarketer calls   

1) is at a bad time  

2) you mistrust the caller  

3) you don't believe the sales pitch  

4) you fear you will be ripped off  

5) you cannot verify the value  

6) this was not a product or service you were actively seeking  

7) you had no need for immediate action.  

8) Money may or may not be an issue  

You encounter these obstacles when you purchase a vehicle. The car salesman 
believes, if you leave the lot, you will not come back. Purchasing a vehicle is chaotic, 
from the time you enter the dealership. You want to take time to browse, and a car 
salesman is all over you before you put one foot on the pavement. The salesman 
creates confusion by showing you many different cars, quoting you many different 
prices, and he rushes you to make a decision, without giving you the time you need to 
make an informed decision.  Unless you have been shopping, previously, for exactly the 
same car, you feel you may be paying too much, and you cannot verify the value. You 
don't want to make a mistake and waste hundreds, or thousands of dollars, so the 
timing, for closing the sale is bad, and you have no need for immediate action. This is 
similar, to purchasing the Rolex watch in the middle of a Manhattan intersection, and 
every sale is similar to selling a customer a job, for $30,000, when the customer was not 
even aware he needed the job, until after you arrived and dropped the bomb. 
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When closing a sale, you encounter the same obstacles, even for an item as low as 
a few dollars, to items that cost millions of dollars. You encounter the same obstacles 
when customers must make a decision to do a job as small as replacing a faucet 
washer. So, the size of the job does not matter, regarding the need to eliminate the 
eight obstacles. When you don't close a sale, the reason, most often, has nothing to do 
with the price.  

Is an estimate an easy sale to close?  

You just received a phone call and your customer wants an estimate to replace his 
water pipes. You think this sale is going to be simple. You think the customer already 
knows what he wants, so you think all you need to do is look at the job, dazzle the 
customer with your expertise, quote a price, and the sale is yours. Not so true! Closing 
sales, for estimates, requires more skill than closing sales from service calls. When 
closing sales for estimates, you must make sure you follow every step described in this 
manual. Do not skip steps because you think the customer knows what he wants, or 
because you think the customer is inclined to do the job. Even you and I are guilty of 
doing a lot of window-shopping without the intention to buy.  

You do not want to lose one sale. You need to approach every sale like the next meal 
for your family of eleven depends on your skill and success. You must consider the loss 
of one sale is the aggregate loss of all sales that reduces your net profit by $50,000, 
$100,000, or maybe more than $1 million. The loss of one sale is the loss of the first 
sale, loss of repeat business, loss of referrals, and loss of 3 to 100 times more.   

Back to the estimate. You give the customer a time window. The customer tells you, 
you must be on time because three more contractors are coming to give estimates. This 
is why giving estimates is not simple. You have competition! You are not the last 
contractor giving this estimate. You are competing with other contractors, quality, and 
price. The customer tells you he is interested in quality and you know the customer's 
decision will be influenced, more by price.   

For an estimate, this is what you want to achieve:  

You want to be different. Your customer must like this difference and see the difference, 
clearly. When giving estimates, most contractors went the same school. The contractor 
shows up for his appointment, asks the customer some questions, takes a few 
measurements, writes notes, tells the customer how great his company is, and tells the 
customer, he will send an estimate through mail, email, or fax. You need to find ways to 
give estimates that are different and this difference must impress the customer within 
the first 10 to 15 minutes.  

You want your customer to know you are unique. You need to stand-out and shine. If all 
other contractors are the same, you need to offer your customer services that are 
unique. You could be unique by offering products your competitors cannot get, an 
amazingly fast completion time, better terms for payment, longer guarantees, and an 
outstanding contract agreement that tells the customer you have included the most, and 
the best scope of work, performed.   
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SAY EVERYTHING THREE TIMES  

You want your customer to understand everything you say and this is not a simple task. 
Customers remember only 10% to 30% of what you tell them. Your customer may 
remember some critical information and he may not understand what this information 
means, at the same time. The system in this manual is designed to overcome these 
obstacles.  

Your customer must see you as the most unique and professional of all the contractors. 
Your customer must see a value the other contractors did not display. Watch for all of 
this in the upcoming sale. In this sale your customer will not sign a contract with the last 
contractor, regardless of the price the last contractor bids.  

IS YOUR CUSTOMER EDUCATED?  

In the upcoming sale, for other contractors, this is going to be a tough sale, but not for 
you, because you are going to do everything different, and you are going to provide 
many services the other contractors did not offer. The other contractors think their 
customers are educated, regarding the services they need. You are not going to give 
your customer an estimate for what he requests. You are going to load your customer, 
to the hilt, with knowledge regarding services he actually needs, even when these 
services are much more than what your customer requested. You are going to use 
many sales techniques to educate your customer so he thinks you are the only game in 
town. You are going to make sure you are the only contractor your customer wants to 
call for the rest of his life.   

Arrive At Your Customer's Home  

You arrive at your customer's home, do your brief introduction, and confirm your 
customer wants to replace his galvanized water pipes with copper pipes. Use an 
informal introduction:  

"Hello, my name is Jack from Acme Construction. How are you doing today? You 
called for an estimate to replace your water pipes? Okay, great! The estimate is 
absolutely free, and there is no obligation. The first thing, before I come inside, I 
would like to inspect outside and underneath your home."  

Do not act like a salesman when you introduce yourself to reduce offense before 
attempting to close the sale. Some customers extend their hand, for a shake, and many 
customers do not like to shake hands. Use your judgment during each introduction.   

Never carry a brief case. Hardcore salesmen carry briefcases.   

Always call a few minutes before you arrive, even when the customer knows you are 
coming. This reduces shock and fear when the bell rings, or when you knock on the 
door. Always go to the door by yourself. Always, step one, or two feet away from the 
door, after you knock, or ring the bell. Friends knock on their friend's door, lightly. 
Friends do not ring door bells. What does a friend say as he is knocking on your door? 
Therefore, knock lightly, like a friend and say something like:  
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'Hello, it's your contractor. Hello, I'm Jack from Acme Construction"  

This means you are their contractor. You are a person and not a company.  

TELL THE CUSTOMER THE ESTIMATE IS FREE, THREE TIMES  

Always reduce fear by telling your customer the estimate is free, three times, during the 
first 15 to 20 minutes, and there is no obligation.  

"Don't worry, the estimate is free, and there are no obligations"  

Or  

"Don't worry, it looks like we're doing a lot of work here, but there is no charge. 
This is a free estimate and there are no obligations."  

If you are charging, for the estimate, confirm the price when you arrive at the customer's 
home. These statements help the customer relax, builds trust, reduces the fear 
obstacle, and tells the customer you are concerned about him.      

Dress to close sales  

Some of my worst dressed employees could sell refrigerators to Eskimos. There are two 
sides to perceived value. The contractor with the super clean uniform and the $80,000 
truck, has the perceived value he is professional and experienced. He also has the 
perceived value, he comes with a high sticker price and he is going to use every sales 
tactic known to mankind, to close the sale. Dress with casual professional clothing. 
Clean shirts, with your company name, Levis, and work shoes, work the best. Do not 
wear shorts, jogging shoes, nor sandals. Strangely, sales people do well, who show a 
lot of character in their dress. Some of my best sales people were bikers with tattoos, 
leathers, earrings, and scruffy beards. These were guys who had great character and 
great personalities.   

Your camera is in your hand.  You are carrying a high-quality digital camera inside a 
camera bag, hanging from a strap around your shoulder. You don't want to scare the 
customer with the camera, so you carry it inside the case. You are about to look at the 
pipes outside the house. You take the camera out of the case and tell the customer you 
are going to take pictures so you can document everything, and so you will have the 
information on file, in case you forget something. The customer is thinking you are 
unique. You are more thorough than the other contractors, who gave estimates, and no 
other contractor bothered to even look underneath his house.   

You are ready to inspect the pipes, underneath the house, or in the attic. When 
underneath the house, you take pictures of the water pipes, drain pipes, heat ducts, the 
ground, and the wood framing. You take pictures of water and drain pipes going through 
openings in walls, and where the vertical pipes go through the wood, upward, into the 
floor. Taking pictures takes about 10 minutes.  
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Your customer is watching. He may have already had two estimates and not one 
contractor took the time to look underneath his house. Your customer is thinking, you 
are more professional because you crawled under his house, for his best interest. Your 
customer is thinking you are unique because you are taking your time to make sure you 
don't make a mistake and give a wrong, or bad estimate.  

Generate a warm, relaxed, trusting, and friendly relationship  

Think about the Rolex Watch sale in the middle of the Manhattan intersection. At the 
beginning of the sale you are in the middle of the intersection with your customer. 
Taking pictures buys you time to warm-up to the customer and to get to know him. 
Think about buying time the same as you are in a woman's house on a first date. You 
don't start by probing with intense questions. The questions must subtle and they must 
not provoke emotion nor deep thoughts.   

NEVER PRE-PITCH    

When looking at a job, bite your tongue. You must build your case, like an attorney, 
before you make comments. When you see structural problems, don't elaborate on 
them, in an attempt to pre-build your case, nor in an attempt to pre-close the sale. 
These actions result in your customer building an offense before you commence closing 
the sale. Don't telegraph your punches.    

Confirm Exactly What The Customer Needs Three Times  

Other contractors are thinking the customer already knows what he needs because he 
called me. This is not correct. Your customer may think he needs new water pipes, but 
he is not thoroughly convinced and this is the reason the customer is getting estimates. 
This is similar to taking your car, to a car dealer, and asking the sales person if you 
need a new car. The car salesman is not going to tell you, you don't need a new car, 
and he is not going to tell you the car you drove in with is better than the car he is going 
to sell you.  

Your customer may only want to know if he really does need new pipes. Before calling 
you, your customer may have thought the cost, of the job was going to be about $500, 
when your price for the job is $5,000. Suddenly, this job no longer has top-priority. Now, 
you have to sell your customer that this job does have a top-priority, and this job just 
turned, from an estimate to a sale.

   

You will do what no other contractor has done. You are going to your customer exactly 
what he needs and you are going to confirm this need, three times. When you are 
finished, your customer will be convinced he needs exactly what you tell him. Your 
customer will have absolutely no doubt. You will be unique and better than all the other 
contractors.   
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Use helpers to close twice as many sales  

I like to work with a helper when I close sales. Closing sales, requires tremendous 
energy and when working by myself, I fizzle out just after lunch. With a helper, I can 
close my sales, two times faster, and service twice as many customers.   

When using a helper, he immediately sets up the printer, and starts printing pictures, 
that you select. When you do not have a helper, you set up the printer, print your 
selected picture, start the printer, and get the customer to sit at the table, and as you 
are speaking, you must interrupt your sale to print each picture. Wives and teens can 
help enough to make your day less exhaustive.    

DO EVERYTHING THREE TIMES  

This list of methods is very critical  

Do everything three times

  

Do the same thing three times

  

Say the same thing three times

  

Do not change what you say

   

Do not add more information each time you repeat yourself

  

Do not over-tax your customer's mental capacity

  

Do not tell your customer more information than he can remember   

More talking creates more objection = more chaos = less sales. Less talking = less 
confusion = more sales.

  

Customers remember only 10% to 30% of what you tell them. To get your customer to 
remember 90% of what you say, you must say the same thing, three times. You must 
say the exact same thing, three times. Do not add to what you say, each time. If you say 
the exact same thing, three times, the customer will remember more.  

If you change the way you say something each time, your customer will have three 
times more information to process. 
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SHOW THREE PROBLEMS  

Before you even think about closing a sale, your customer's home must have no less 
than one problem. Sometimes, one problem is enough to justify the replacement of the 
sewer pipe from the house to the property line, but you should always look for no less 
than three problems, before you tell your customer he has even one problem.  

'THREE' is the magic number. Less than three problems and you may not be able to 
justify replacing an entire drain system, a furnace, a water heater, rewiring the entire 
house, or replacing the sewer from the house to the property line.  

DO NOT ELABORATE ON MORE THAN THREE PROBLEMS  

Talking to the customer, about more than three problems, causes confusion. You can 
show the customer a hundred problems, take pictures of a hundred problems, and show 
the customer a hundred pictures on your television, but when you are closing the sale, 
you do not want to confuse the customer, by over-taxing his mental capacity. Show the 
customer many problems, but print pictures of only three to four problems, when you go 
the next step.  

This is how people think. Women are great for this and you have seen this many times. 
A woman takes a car to a mechanic. The mechanic tells the woman the car needs a 
new alternator. One problem is not serious, to this woman, and she has the alternator 
replaced.  

The following example is not an exaggeration. Add two more broken items to the car. A 
woman has the best model Oldsmobile. It is only three years old and has only 30,000 
miles. She takes the car to a mechanic and the mechanic tells her she needs a new 
radiator hose, a fan belt, and brakes. The woman says, "my car is falling apart and it is 
a piece of junk. I have to buy a new car." This is what you want to get your customer to 
do. You want to paint the picture, so well, your customer will tell you he needs a new 
car.   

SIZE DOES NOT MATTER   

In the previous story, the number of problems was more important than the size of the 
problems. Contractors find it difficult to understand, what is not important to us, may be 
very important to the customer. If you and I owned the Oldsmobile, we would make the 
repairs and drive the car until it had no less than 150,000 to 250,000 miles. We would 
tell the customer to make the repairs and keep the car. The customer is thinking the car 
may break down on the freeway and she could be killed. She is not willing to take this 
chance.   

The same is true when making repairs to your customer's home. Your customer may 
have three tiny problems, and he is not willing to take a chance and have one more. I 
showed a customer a very tiny leak on a drain pipe. I did not say one word, and the 
customer said, "just replace all the drains, I don't want any problems in the future."   

When a customer has one electrical problem, he is not going to replace every wire in 
the house. When you show him three problems, and use the methods and pictures, in 
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this manual, you can sell almost every customer, on rewiring their entire house.  

When taking and showing pictures, show the customer every picture on the television, 
and elaborate, a little, on each one. When printing the pictures, print only three to four of 
the best pictures, or the pictures with the most serious problems.  

You go to a customer's home and the customer has one leak in a cold water pipe. He 
does not need to replace the entire water pipe system.   

You go to a customer's home. He has two leaks in his water pipes and a valve is 
leaking. Now, the customer is more inclined to replace his entire water pipe system. The 
customer does not need more than three reasons.  

A house has a crack in a foundation wall. One crack does not mean the house is going 
to sink into the ground, or get destroyed in an earthquake.   

A home has two cracks in a foundation wall, and beam resting on foundation wall, has 
been destroyed by termites. This customer is more likely to do something before a 
disaster occurs.  

Always show the customer no less than three problems, or explain three different 
reasons why a problem needs to be repaired, or replaced.    
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CONFIRM THE PROBLEM THREE TIMES   

I'm guessing you have average intelligence and you are as bright as the average 
person. You never spoke a word of French. Today is your first day in my French class. I 
am going to say ten sentences, in French, and I am going to say them only one time. 
After one hour, how many sentences can you repeat, correctly? If you are lucky, you will 
repeat one, or two sentences.   

I will teach say ten sentences, ten more times, for a period, of 20 minutes. How many 
sentences will you remember? If you could repeat four sentences, correctly, you would 
have a memory that is superior. Especially, if you could remember these sentences for 
several days.  

Your customer remembers about 10% to 30% of what you tell him, the first time. 
Therefore, when you want your customer to remember 90%, of what you tell him, you 
must tell your customer, the exact same thing, three times.    

CLOSING THE SALE - STEP 1 
   
SHOW YOUR CUSTOMER THE PROBLEM THREE TIMES  

You must confirm with your customer, the need for your services, three times, in three 
different stages.  

Show your customer the physical problems four times.   

1) Lead your customer around the home and point out each problem.  

2)  Show your customers pictures of the problems on a television. Take pictures of 
the problems. Plug your digital camera into the yellow jack on your customer's television 
and show your customer the problems. It is critical to get your customer to sit down.    

When you cannot connect, to your customer's television, keep a 13 inch to 21 inch flat 
screen television, in your truck. This is very light, requires little space, the picture is 
huge, and the quality is great.  

3) Give your customer 8 X 10 pictures. Print 8 x 10 pictures and get your customer to 
sit down. Show the pictures, one at a time, as you explain the problems that need to be 
repaired. We bring the printer inside the customer's home and connect to the 
customer's electricity, so we are closer to the customer, and can speak with the 
customer as each pictures is printed. Most often, the helper will use an extension cord 
and print the pictures just outside the house. He brings each picture inside as soon as it 
is printed.   
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Do not use small pictures. Printing 5 X 7 pictures, Polaroid pictures, and using a 
sewer video camera does not have the great effect, nor close sales, as well as the 
larger 8 X 10 pictures. Large pictures magnify the problem and show important 
details, that cannot be seen on smaller pictures. Larger pictures are easier to read.  

Print 8 x 10 pictures, on high-gloss paper, with a heavy weight. We tested over 20 
printers and the Cannon IP6700D has been the best. You can still buy these printers 
new, on the internet. The Cannon IP6700D prints the truest colors. This printer takes a 
beating, inside our work vehicle, and it keeps on ticking.   

ALWAYS LEAVE THE PICTURES WITH YOUR CUSTOMER  

When you do not close a sale, leave the pictures with your customers so they have 
something in their hands to help them make an informed decision after you leave. Don't 
worry about your customer showing your pictures to another contractor, if your customer 
even bothers to call another contractor. We don't consider other contractors 
competition, because they really can't compete.  

Leave the pictures on your customer's table, so he will think about his problems every 
time he sees them. When talking to other relatives, it is better for your customer to have 
the pictures, for proof that the work is necessary. Almost every time, when talking to 
relatives on the phone, your customers will mention they have the pictures for proof that 
the work you proposed is necessary.  

More customers will call you back when you leave the pictures.  
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We went through about 50 cameras until we found this Sony model DSC-F828. This 
camera is 8 megapixels and the most important and greatest feature is the large lens 
that lets in a lot of light. The second most important feature is the zoom is manual. 
Cameras with motorized zooms always broke within a few days. The original cost for 
this camera was $995, and you can purchase them, like brand new, on Ebay for $500 to 
$600. No other camera, we tested comes close for quality and durability. The camera 
has only one problem that can be remedied. You must seal the flash open and seal the 
body where the lens pivots on the base, with silicone, as soon as you get the camera. 
This camera takes detailed pictures, in absolute darkness, up to 30 feet.  
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Imagine what this picture looks like when it is blown up on 8 x 10 glossy photo paper.  
Even though, the customer could see the actual leak underneath the house, this 
picture, in the customer's hand rein forces the need, and the urgency.

  


