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DO IT RIGHT
OR

DO IT TWICE
BY TIM REED
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There’s nothing worse than making a sale, only to have everything fall apart at the installation—and I’ve seen this happen more times than I can count.
Whether it’s because there isn’t enough pipe on the order, the proper amount of time isn’t
allotted for the job, or the customer has different expectations about what they’re getting,
these issues are absolutely devastating to your company.
But why do they happen at all?
Most likely, they happen because the installation isn’t set up right from the beginning.
Now, I’ve personally made this mistake more times than I can count—and it’s one of the most
common problems that Grant Falco and I see when we
go into businesses for “Blitz Trips.” The truth is that most
companies are moving too fast, and they’ve deceived
themselves into believing that these things are part of
running a successful hearth company:
• Running pieces of vent pipe out to a job site (because
they were just a little bit short).
• Coming back the next day to finish up an installation
(because they didn’t budget enough time).
• Customers thinking they were getting one thing when
they were really getting something else (that’s just the
nature of business, right?).

“The truth
is that most
companies
are moving
too fast.”

Each of these issues goes back to how the installation
was—or wasn’t—set up from the get-go.

You Have to Do It Good Before You Do It Fast
Most estimators are overworked during the busy season, and that sets them up for failure
from the beginning—because they’re always focused on the 15 tasks that are next, rather
than the one that’s right in front of them. As we overfill their schedules (with sometimes as
many as eight estimates a day), they rush from job to job, trying to keep it all together (usually with little success).

“Most estimators
are overworked
during the busy
season, and that
sets them up for
failure.”

Because of how many appointments they have every day,
many estimators scribble a few notes on their clipboards,
snap some pictures on their tablets, and move on to the next
job as quickly as possible. Then, over the coming weeks, they
sit down in the office to compile their notes and finalize their
bids.
This approach is fast—in the sense that you can make it out to
a lot of homes—but it’s far from good.

In the rush to “go-go-go,” we leave details behind that are crucial for our installation teams—
details that could have been accounted for if we would have taken more time at the customer’s house for the original estimate. The result is that simple items we assume are understood
are not, so jobs end up taking three times as long as they should. When this happens, we often write it off with an excuse that sounds something like this: “If only I could train them to
think like me.”
Well, you can—but only if you take your time and do it right.
Don’t believe the lie that eight site visits a day is better than four—if those four are done methodically and correctly. Remember, you have to do it good before you do it fast.

Finish Well by Starting Out Prepared
About four years ago, I was in a sales meeting with my team talking about our estimate process inside of the home. As we went back and forth about tightening things up, Eric Stanley
(our youngest and best estimator) made a comment about how showing up prepared is the
key to everything. He actually kept a tool kit in his truck to account for everything he would
need for an in-home estimate.

The Estimator’s Tool Kit
• A tape measure

In addition, he made sure that every night before
work, his phone and iPad were charged so he was
never in a bad spot the next day.

• Shoe coverings
• A flashlight
• Business cards
• A pen
• A clipboard
• Estimate forms
• Brochures

As we talked about this, he volunteered to make
everyone else a tool kit just like his so we were all
set up for success. If you have multiple estimators, consistency is king, and prepping all of them
the same way builds incredible momentum and
sets the installation up for success.

• Simple tools

Budget Enough Time
To do an estimate right, we have to face the brutal fact that we can’t do eight a day. Because
here’s the truth: When it comes to estimates, slow is fast.
Let’s think about what your team needs to do during each in-home estimate:
• Greet the customer.
• Discuss the product that the customer would like to purchase.
• Walk the job site to determine the scope of work.
• Finalize the product that will work for the customer.
• Discuss the scope of work with the customer.
• Write up the job notes for the project.
• Finalize the estimate for the customer.

Remember:
When it comes
to estimates,
slow is fast.

Now, even in a best-case scenario, I don’t believe you can do this in under 45 minutes—more
likely, it will take 60 to 90 instead.
When you incorporate drive time into this (say 15 to 30 minutes each way on average), you’re
realistically going to need to budget two hours per appointment. This means that an estimator will max out at four or five a day.
Even if that seems like taking a step back, it’s not. Scheduling fewer appointments per day
and doing them well will save you hours compared to scheduling more appointments each
day and letting the unfinished work pile up.
Remember, we want to do fewer things better—not more things worse.

Capture Your Scope of Work Digitally—
and Immediately
As simple as it is to document your notes on a piece of paper, it doesn’t scale well to building
out a successful installation team. You might disagree, but consider these questions: What
happens if that paper gets lost? How does that paper survive after the installation if the customer has a question? How do both the salesperson and your installation team have access
to that paper at the same time?
In today’s world, your team must use a digital job walk form.
Your company may have a point of sale system where you can build out a job walk form.
That’s a natural advantage, but even if your company doesn’t have that capability, you can
build an incredibly effective digital job walk form through a free service like JotForm or Google Forms.
First off, your digital job walk form should outline a series of questions to ask, notes to take,
and measurements to capture. Make sure to set the format of these questions to take advantage of digital checkboxes and drop-down menus so that estimators don’t have to type everything out.
Next, outline the pictures that need to be taken and capture them on the job walk form itself—this way, your estimator always knows what they need to do. In addition, make sure that
there is a clear “scope of work” section where your estimator can easily write out the work
that will be done. This section will be a couple of paragraphs, and it should be inserted in a
document that the customer signs before any work starts (your salespeople and schedulers
should also consider reading it to the customer at each point of contact). This will improve
communication and set clear expectations for everyone involved.
Finally, set the digital job walk form to email a PDF copy of the notes to the estimator and the
salesperson right after the form is completed. This simple automation increases accountability and keeps everyone in the loop.
If this sounds complicated, don’t worry—it’s actually pretty simple. I would advise starting
with JotForm. The system is very intuitive, and you’ll be able to build out everything there in
just a couple of hours.
Now, none of these tools matter if the job walk form isn’t filled out immediately. I used to get
into trouble waiting until the end of the day (or sometimes the day after) to compile all my
notes from all my appointments. By the time estimators have left a job site and moved onto
the next one, their brains have moved on as well, and details get missed when they try to go
back and fill out their paperwork.
Get your estimators to budget 20 minutes after every estimate to sit in their trucks and complete the digital job walk form. This is the single most important practice estimators can develop to ensure that installations are set up for success.

Consistency Over Time
The beauty of this approach is that your estimators will be turning their notes in the same
way every time. This may not sound like a big deal, but it is. Since they’re all operating out of
the same playbook, installers, managers, and schedulers will start to spot patterns and see
where things are off.
If there’s a problem with a particular estimate, it gets spotted right away because it looks different from the rest. If there’s an issue with a digital form, it gets updated, fixing the problem
for the foreseeable future.
If there’s no consistency in how information comes in, it’s nearly impossible to spot issues or
make changes.

By consistently using the same framework over time,
you’ll be able to spot problems immediately and go to
work on solving them before they blow up in your face.

20 Mile March
In Great by Choice, Jim Collins famously outlines the idea of a “20 Mile March.” This concept
says that consistently marching 20 miles each day—no matter what—will get you to your destination faster than pushing yourself 40 miles on a given day, only to go 10 the following (or
worse, zero).
This approach to setting up installations is your 20 mile march.
So even though you could rush through eight appointments a day, you just don’t. Because
that’s not part of your 20 mile march. And even though you may not feel like finishing all your
notes immediately after you leave a home, you just do. Because that is part of your 20 mile
march. Four estimates per day, every day, executed perfectly—that 20 mile march will pay
off in spades.
Do less to do more.
Day after day. Month after month. Year after year.
You’ll find that you have less stress, cleaner jobs, happier teams, and higher profits.
Do it right or do it twice. The choice is yours.
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