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HVAC Market Research for San Diego County

1. Market & Macro Context (San Diego County HVAC
Landscape)

Housing Stock & Ownership: San Diego County has ~1.2 million housing units, with roughly
60% being single family homes (about 51% detached, 9% attached townhomes) and ~40% in
multi unit buildings[1]. Homeownership is moderate 54.5% of units are owner occupied
(2023)[2] meaning nearly half of HVAC decision makers may be renters or property managers.
Much of the housing is aging: about half of all homes countywide were built before 1980,
indicating many HVAC systems are in older structures[3][4]. This aging stock often needs
retrofits (e.g. duct sealing, panel upgrades for new AC/heat pumps) and faces issues like old
refrigerants or lack of existing AC in mid century homes. The coastal city of La Mesa, for
example, has 79% of housing built pre 1980[5], while newer suburbs like Carlsbad have more
post 1980 homes. Owner vs Renter dynamics: About 50 55% of households own their
home[2], so messaging must also appeal to landlords (who weigh ROI, tenant retention) and
renters (who might influence landlords for upgrades).

Utility Costs & Rates: San Diego’s utility rates are among the highest in the nation. As of
early 2024, SDG&E’s residential electricity averaged ~47.7¢ per KWh about 16% higher than
the prior year|6] and nearly 4x the U.S. average (so high that if San Diego were a country, its
rates would rank 4th globally[7]). Time of Use plans dominate, with peak hours (4 9 pm)
prices reaching 60 68¢/kWh in summer(8], versus ~30¢ off peak and ~20¢ during super off
peak night periods[8][9]. This steep peak pricing makes efficient HVAC and load shifting a big
selling point e.g. pre cooling homes before 4pm or using smart thermostats to avoid peak
usage. Gas prices have also spiked: in January 2023, natural gas cost jumped 116% year over
year, turning a typical $105 bill into ~$225[10]. SDG&E warned of a 114% gas rate hike that
winter[ 1 1]. These volatile gas prices and electricity costs are nudging consumers to seek energy
efficient solutions (high SEER AC, heat pumps, better insulation) to tame bills. Utility context
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takeaway: San Diegans are acutely aware of energy costs messaging around lower bills, high
efficiency, solar integration, and avoiding surprise spikes will resonate. Time of use also means
comfort vs. cost trade offs in summer: many inland homeowners delay AC use until off peak, so
promoting high efficiency systems or load shifting tech can address this pain.

Climate & Seasonality: San Diego County spans microclimates cool coastal, hot inland
valleys, and even mountain/desert areas. Coastal zones (La Jolla, Pacific Beach, etc.) see mild
summers (avg highs ~75 78°F) with ocean breezes and a marine layer (“May Gray/June Gloom”
keeps early summer cool[12]). These areas have humidity and salt air exposure: while not
tropical humidity, the morning fog and ocean air can cause corrosion on outdoor units and
occasional mold/condensation in ductwork|13]. Many older coastal homes lack central AC
(relying on fans/ocean breeze historically), but recent heat waves have driven coastal AC demand
up. Inland valleys (Escondido, El Cajon, Chula Vista) get much hotter often 10 20°F higher
than the coast[14] regularly reaching the 90s and even triple digits during late summer and
early fall. For example, during summer a coastal 75°F day can correspond to 95°F just 10 15
miles inland[15][16]. These areas see peak emergency cooling calls during heat waves, and
AC is considered essential. Nighttime temperatures inland drop more than on the coast (inland
nights can hit 60s or 50s, whereas coastal nights stay near 65°F[17]), so furnace use in winter is a
bit higher inland (and in hill/mountain communities like Julian that see freezes). San Diego’s
overall climate is dry (semi arid Mediterranean); summers are virtually rainless[ 18], and
winters have moderate rain. Wildfire season (late summer/fall) brings Santa Ana winds that can
drive smoke into the suburbs. The region has experienced smoke pollution events (e.g. 2020
wildfire smoke) where residents are advised to run HVAC on recirculate with HEPA filters[19].
This has raised awareness for indoor air quality (IAQ) solutions people seek better filters, air
purifiers, and services like duct cleaning during fire season. In fact, San Diego ranks among the
top 10 U.S. cities for worst ozone pollution[20], and seasonal wildfires lead to bad air days,
driving demand for filtration (the county even distributes free HEPA air purifiers during
wildfires[21]). Weather driven seasonality: Cooling demand spikes in August September (the
hottest months, with average highs ~78 85°F and occasional heat waves >100°F[22][23]).
There’s often a late summer surge (even coastal areas hit high 80s during Santa Ana events in
Sep/Oct). Heating demand is modest but picks up in December February when nighttime lows
dip into the 40s inland. Notably, a winter cold snap or Santa Ana wind event can trigger
emergency calls for broken furnaces or indoor air quality issues. Also, “June Gloom”
(overcast damp weather) sometimes prompts coastal residents to consider dehumidifiers or
HVAC tune ups in early summer. Overall, the climate means HVAC seasonality is less
pronounced than in very cold/hot regions, but there are distinct peaks: late summer for AC,
and shorter spikes in winter for heating or after wildfires for [AQ.

Regulatory & Code Environment: California’s policies strongly influence HVAC choices. New
efficiency standards (SEER?2) took effect in 2023 minimum AC efficiencies rose (SEER2
~14.3, roughly 15 SEER old rating). Refrigerant changes are looming: as of 2025, new AC
systems in CA can’t use refrigerants with 2750 GWP, effectively banning R 410A[24].
Manufacturers are shifting to R 32 and R 454B; customers with older R 22 or R 410A systems
face refrigerant phase outs and expensive recharges, which can be a sales angle (e.g. “avoid
$300/1b refrigerant costs[25] by upgrading now”). The City of San Diego has a climate action
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plan aiming for all electric new construction. In fact, in Aug 2022 the city adopted a reach code
disallowing natural gas hookups in new buildings[26], meaning all new homes will use heat
pumps or electric HVAC. Statewide, gas furnace phase out is on the horizon: the California Air
Resources Board has ruled that sales of new gas furnaces (and water heaters) will be
prohibited by 2030 to meet air quality goals (push toward electric heat pumps)[27]. These
policies, plus generous incentives (see Section 6), are causing rising interest in heat pumps/mini
splits for both environmental and practical reasons (avoid gas price spikes, comply with future
codes). Key implication: HVAC providers must navigate permitting (Title 24 energy calcs)

e.g. replacing an AC or furnace in San Diego requires a permit and often HERS testing for
ducts[28]. Customers may not realize this, so offering “we handle permits and Title 24
compliance” is a trust signal. Overall, San Diego’s macro context is high cost energy, varied
climate needs by locale, aging homes, and a policy push to cleaner HVAC all factors that
shape customer priorities and messaging.

2. Customer Segments & Personas (Residential & Light
Commercial)

San Diego’s HVAC market serves diverse customer segments from coastal retirees in vintage
homes to young tech families in suburban developments, to small business owners and property
managers. Below are four persona snapshots that capture common segments, each with their
Jjobs to be done, motivations, and pain points:

Persona 1: “Coastal Condo Owner (Humidity & IAQ Concern)” Susan, fifty something
homeowner in La Jolla (ZIP 92037). Lives in a 1970s condo by the ocean. Goals/Jobs: Improve
comfort during occasional warm spells, but especially address humidity and indoor air quality.
She’s noticed a musty smell and is worried about mold (common in coastal homes with older
insulation). Also wants to breathe cleaner air given allergies and periodic wildfire smoke.
Outside forces: Coastal marine layer brings damp air; wildfires bring smoke she feels these
outside factors affect her health. Hopes & attitudes: She values health and eco friendliness;
open to new tech if it cuts pollution. Politically/environmentally conscious (she likes that heat
pumps are greener). Fears/Objections: “Will a big HVAC unit ruin my quiet?” noise and
aesthetics matter since space is tight. She also fears choosing the wrong solution (e.g. overpaying
for something that doesn’t solve mold issues). Buying triggers: A recent mold scare in a
neighbor’s unit and high humidity readings have triggered her to act before summer. Also, she
read about rebates for heat pump HVAC that dehumidify. Decision process: She’s researching
online and in NextDoor groups. Likely to seek multiple quotes and ask detailed questions.
Objections: Price is a concern (fixed income retiree) she’ll ask “Can I just use a portable
dehumidifier instead?”” She’s wary of contractors overselling. Also, concern about permitting
(“Will I need HOA approval or city permits?”’). Channel preferences: She responds to
educational content, a blog on “coastal home humidity solutions” or a free assessment offer will
catch her eye. Not urgent/emergency, so she’ll take her time. Willingness to pay: Moderate
she’ll invest in mid range solutions if clearly justified (e.g. $5 8k mini split if it solves issues
with proof). Influencers: Her spouse and HOA board (they may have rules on external units) are
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secondary stakeholders. She’ll likely prioritize a company with indoor air quality expertise and a
gentle, consultative approach.

Persona 2: “Inland Family & Old System Replacement” Daniel, a 40 year old homeowner
in El Cajon (92020). Lives in a 1985 2 story house, ~2000 sqft, with a 20 year old central AC &
furnace. Goals: Keep his family (two young kids) cool through 100°F summers reliably and
affordably. His job to be done is to replace the failing HVAC before the next heat wave. He also
wants to reduce $400 summer electric bills and avoid breakdowns like last year’s 4 day AC
outage. Hopes: A new efficient system that lowers bills and maybe integrates smart controls
(he’s tech savvy and likes gadgets). Fears/Objections: Upfront cost is a big worry  he’s price
sensitive and has seen quotes around $12k which gave him sticker shock. He’s also concerned
about being upsold add ons or more tonnage than needed (“Do I really need a 5 ton unit or an
expensive brand?”). Pain points: Past experiences: he waited 3 days for service in a heat wave
responsiveness is huge to him. He’s also frustrated by surprise charges; a competitor once
quoted one price but added $800 for “electrical modifications” mid job, leaving a bad taste. So he
demands transparent pricing. Decision triggers: His AC’s compressor recently started
screeching and tripping breakers that urgent need plus news of rising energy rates have pushed
him to act now rather than limp along. Buying committee: His spouse, who manages the
household budget, must be convinced she prioritizes reliability and wants good warranty and
financing options (so they don’t drain savings). Objections: “It’s so expensive, maybe we can
Jjust do a repair or window AC?” They might consider patchwork if not convinced of long term
value. Also, concern about the process: “How long will we be without AC during installation?”
(They can’t bear a long install in summer). Channels: He’s likely to Google “best HVAC
installer San Diego” and check Google reviews and maybe Yelp. He might post on a Reddit or
Facebook group asking for “honest HVAC contractors” (exactly as some do[29]). He’s also the
type to click Google Ads or Local Service Ads that highlight same day service and 0%
financing. Willingness to pay: With financing, he’s willing to go for a quality system (could be
$10k+) but will likely choose a mid range bid that balances cost and reputation. This persona
needs assurances of no hidden costs, fast turnaround, and financing.

Persona 3: “Property Manager / HOA Maintenance Linda, property manager for a small
HOA in Chula Vista (91910). She oversees 10 townhomes and a couple of small commercial
offices. Goals: Ensure reliable HVAC for tenants/residents with minimal emergency calls. She
coordinates maintenance for multiple units and cares about preventative maintenance plans and
quick response to breakdowns (because tenant satisfaction and avoiding legal issues are on the
line). Hopes: Find a one stop HVAC partner who can handle multiple properties, offer
bulk/service contract pricing, and keep systems tuned to extend life. She values vendors who
make her job easier (easy scheduling, clear communication, digital invoices). Fears/Pains:
Unplanned expenses and angry calls e.g., a tenant’s AC fails on a 95°F day and the HVAC
company delays 2 days, harming Linda’s relationship with that tenant. She also fears liability
(e.g. a heater causing carbon monoxide safety compliance is key). She’s cautious of contractors
who overcharge or don’t show when promised, since it reflects poorly on her. Decision triggers:
Often acts on seasonal budget cycles or after getting burned by an HVAC issue. For example, a
surprise compressor failure last summer that cost $5k might prompt her to approve proactive
replacements this spring. Also, new regulations (like phasing out R 22 refrigerant or upcoming
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gas furnace bans) catch her attention; she doesn’t want to be caught non-compliant or with
obsolete equipment in rentals. Objections: “Will you overcharge me because it’s an HOA?” She
is price conscious and will compare quotes. She may also object to trip charges for minor issues
preferring a flat rate or membership. Channels: Likely to use referrals and established
relationships. She might check BBB ratings and prefer companies that have commercial/HOA
references. Also attends local apartment association events where vendors present. Willingness
to pay: She can authorize sizable expenses but must justify them to the HOA board or property
owner so she needs competitive bids and clear ROI (e.g., “this $8k will cut energy 20% and
prevent bigger repairs”). She is attracted to maintenance contracts (predictable costs). Buying
process: Longer sales cycle she might solicit 3 bids for a big job and needs formal proposals.
But once she trusts a vendor, she’ll stick long term and give repeated business. Key for
messaging: emphasize reliability, 24/7 emergency service, multi unit discounts, and being a
partner in keeping her properties comfortable and up to code.

Persona 4: “Small Business Owner (Light Commercial)” Raj, owner of a 1,500 sq ft
restaurant in San Diego (Mission Valley area, 92108). Goals: Keep his customers comfortable
and meet health code requirements for ventilation. For him, HVAC impacts customer experience
and even food safety (AC must keep the kitchen cool). Pain points: His older package AC
struggles in summer, causing the dining area to get warm leading to Yelp complaints about
comfort. He’s also had an AC failure on a Friday night, once a nightmare scenario. Hopes: A
reliable HVAC system with rapid service if anything goes wrong, ideally avoiding any
downtime (he’d pay a premium for after hours repairs to keep the restaurant running). He also
cares about operational costs; his electricity bills are huge (commercial rates), so efficiency or
even solar integration interests him. Fears/Objections: Main fear is downtime: “If my AC dies
during dinner rush, I lose $$$ and goodwill.” He’s less sensitive to upfront costs than to losing
business. That said, he’s wary of salespeople pushing costly units that exceed his needs. He
might say, “I don’t need top of line like a hospital, just something that works and won’t break.”
Also, scheduling: contractors who don’t accommodate his off hours (the restaurant is closed
Mondays, so he wants work done then) frustrate him. Decision triggers: Frequent repairs have
become a money pit e.g., he spent $1,200 on refrigerant and leaks over the past year[25]. Also
SDG&E’s rates spiked, squeezing his margins, so a new efficient system with potential business
rebates or a write off this tax year is appealing. Buying committee: Possibly a business partner
or landlord if he’s leasing (the lease might dictate who pays for HVAC). If he’s the tenant but
responsible for HVAC, he may need landlord approval. Channels: He might ask his peer
network (other restaurant owners) for recommendations or check a service like Yelp for
commercial HVAC specialists. Also likely to respond to direct mail or local ads that mention
commercial HVAC expertise or maintenance programs for businesses. Willingness to pay:
Moderate High he’ll invest (maybe $10-15k) in a reliable system if convinced it prevents
revenue loss and comes with a strong warranty/maintenance plan. He’s also interested in finance
options to preserve cash flow. Key messaging angles: minimal disruption installs (work around
his schedule), priority emergency service, and proof of other local businesses served (“trusted by
restaurants or retail in San Diego”). He also values compliance knowledge e.g. ventilation
codes, grease hood make up air integration so showing expertise there builds trust.
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Common Objections Across Segments: Regardless of persona, certain objections reoccur: cost
(“Why is it so expensive? Can I get a cheaper fix?”), trust (“Am I being upsold something I don’t
need?”), timing (“How fast can you get it done? I can’t wait a week.”), and disruption (“Will this
process be messy or require me to miss work?”). Each persona weighs these differently, but
effective messaging will need to counter these with tailored assurances (see Sections 9 10).

3. Voice of Customer Insights (Pain Points & Desired
Outcomes)

To truly speak to San Diego HVAC customers, we harvested Voice of Customer (VoC) data
from local reviews and forums (Google, Yelp, Reddit, NextDoor). Below we distill common
themes in customers’ own words, along with representative quotes (unedited):

@ “‘Fast, Reliable Fix No Waiting in Heat” Speed and responsiveness are paramount.
Many customers recount anxiously waiting in a hot home for service. Positive reviews praise
companies that restore comfort “pronto”. For example, one customer raves: “When it’s blazing
hot outside, there’s nothing worse than an AC that’s not working... At ASL.. we specialize in fast,
reliable... services for homeowners who need their comfort restored — pronto.”[30]. Another
from Same Day HVAC exemplifies the desired outcome: “The repair was completed efficiently,
and my heat pump is now working flawlessly!” (5 star review by Aiden in Poway)[31]. Pain

point: Long wait times or delayed parts. VoC examples: “All of a sudden, at the start of this
year we stopped getting calls [from our HVAC company]...I have another client that ran [LSA
ads] for months for two or three leads total. Total waste.” indicates frustration with unreliable

service leads[32]. Customers want: Same day or next day fixes, technicians who show up on
time, and promises kept (e.g. “if we don'’t fix it today, you don’t pay” guarantees|[33]).

® “No Surprises Honest Pricing & No Upsells” A huge theme is fear of being
overcharged or sold unnecessary extras. San Diego customers often mention getting multiple
quotes; they value contractors who explain things and don’t push needless add ons. One
Redditor noted he chose a company because “they took my goals and concerns [into account]...
engineered a solution and explained it all... Most companies just said, sure, we can do that, it’s
88 price. No thought to what I wanted.”|34]. This reflects a broader sentiment: listen to me and
be honest. Another user praised Carini: “Our entire HVAC was 40+ years old... Carini were all
really knowledgeable and kind. They replaced everything and did a phenomenal job.”[29] the
subtext is trust in their recommendation to replace and do it right, likely because they felt it was
honest and necessary (especially since carbon monoxide was involved in that story). Negative
VoC: “They would not help us repair our AC unit because they didn’t install it.”[35] (frustration
with a company refusing service) and “One company wanted $10k to make me a whole multi
zone system lol”[36] implying the customer felt that was excessive upsell compared to a
targeted fix another provided. Customers’ exact words for positive experiences: “honest
service”, “no upsells”, “provided a great quote”, “quality work at a reasonable price”’[37][38].
For instance, a National City customer said: “I got quality, honest service at a reasonable price,
just what I hoped for!’[39]. Desired outcome: Transparent, up front quotes (no last minute add
ons), options given (repair vs replace) without pressure, and feeling the price paid is fair. Tags:
Price, Trust, Honesty.


https://www.asiheatingandair.com/air-conditioner/ac-repair/#:~:text=Is%20your%20air%20conditioner%20giving,who%20need%20their%20comfort%20restored%E2%80%94pronto
https://samedaysd.com/#:~:text=Aiden%2C%20Poway
https://www.reddit.com/r/PPC/comments/1by7w6k/google_local_ads_for_hvac_or_lead_gen/#:~:text=Google%20local%20service%20ad%20ads,and%20pretty%20consistently%20get%20leads
https://samedaysd.com/#:~:text=The%20Worst%20Part%20of%20HVAC,Repair%20is%20Waiting
https://www.reddit.com/r/sandiego/comments/1b2f4jc/honest_hvac_in_san_diego/#:~:text=I%20had%20my%20duct%20work,ranging%20from%202k%20to%2015k
https://www.reddit.com/r/sandiego/comments/1b2f4jc/honest_hvac_in_san_diego/#:~:text=%E2%80%A2%20%202y%20ago
https://www.reddit.com/r/sandiego/comments/1b2f4jc/honest_hvac_in_san_diego/#:~:text=%E2%80%A2%20%201y%20ago
https://www.reddit.com/r/sandiego/comments/1b2f4jc/honest_hvac_in_san_diego/#:~:text=ceilings
https://samedaysd.com/#:~:text=Star
https://samedaysd.com/#:~:text=They%20thoroughly%20explained%20the%20repairs,pump%20is%20now%20working%20flawlessly
https://samedaysd.com/#:~:text=Amelia%2C%20National%20City

© ‘‘Professional, Clean & Respectful” Many VoC quotes highlight professionalism: being
courteous, explaining things, and leaving the home neat. This often ties to emotions of relief and
comfort with the techs in one’s home. E.g., “They thoroughly explained the repairs needed...

provided a great quote... the repair was completed efficiently”[38]. And another: “The
maintenance crew...were very knowledgeable, courteous and respectful of our property...worked
around our schedule...Everyone had a job to do and it was done well. Outstanding customer

service.” (5 star review by Andrew in Coronado)[40]. Customers mention when techs wear
booties, clean up, or don’t leave a mess, as well as when they take time to educate. From Carini’s
reviews: “Anthony provided all the information on the product in great detail...clear
language...made it easy for me to select the right product”[41]. Pain point if missing: Techs
who rush or are rude, or who leave debris (some Yelp complaints call out muddy footprints or
not putting back thermostat settings). Desired: White glove treatment literally ASI markets as
“White Glove Guys” and that resonates: they got recognition for addressing “indoor healthy
air... ‘Turn Every House into a Healthy Home’”[42], indicating a thorough, caring approach.
Emotional outcome: homeowner feels respected and confident.

@ “Communication & Follow through” Customers appreciate being kept in the loop and
companies that follow up on promises (rebates, warranty, post install support). A standout VoC

example: “Carini Home Services goes above and beyond... the only one that checked back in

and told us about current and new rebates that were available. Because of this we decided to go
with them... They stay on top of everything, even after install. I cannot recommend them

enough.”[43]. This quote encapsulates multiple desires: proactive communication (informing
about rebates = saving money), and after care. Many reviews highlight when a company registers
warranties for them, or calls a week after install to ensure all good. Pain points: The opposite of
not returning calls, or jobs left incomplete. One Reddit user lamented about LSA ads dropping
off leads, suspecting competitor dominance[44] essentially, feeling ignored. Another said: “we
stopped getting calls... not sure why”[45] possibly referencing the platform, but also reflecting
how small businesses might vanish on them. Customers want reliability in communication:
answer the phone 24/7, update if tech is late, clear answers to questions. The emotional tag here
is trust and relief. They want to feel “this company has my back and keeps me informed.”

@ “Fair Pricing & Value (No ‘Gotchas’)” Price comes up in almost every thread not
always seeking the lowest, but value for money. People share ranges: “Had about a dozen
estimates ranging from $2k to $15k [for ductwork]”[46] indicating how wide the variance can
be and the importance of justification. When a company’s bid is higher but well justified,

customers often still choose it: “/Blue Diamond] was not the cheapest but they explained exactly

what I needed and why... did the math, wrote out a plan and executed. Others just said ‘it’s $X
for new ductwork’... BD customized a system for me... Tarpy wanted $10k for multi zone

lol.”[47][36]. This detailed quote shows a customer valuing the engineering and explanation, and
scoffing at a high quote that wasn’t tailored. Takeaway: Customers will pay more if they believe
they’re getting more. Conversely, if they sense a generic high quote, they call it out (the “lol”
indicates how out of touch they found it). VoC on price fairness: One user on Nextdoor might
say, “XYZ HVAC wasn’t the cheapest but their service was outstanding, worth every penny.”
Many 5 star reviews echo “worth every penny” when value is delivered (speed, quality,
warranty). Also, financing and rebates are seen positively: e.g., “0% financing on your new
AC” being advertised[48] customers mention if a company helped them get a rebate or offered
a payment plan that made the project feasible (reducing sticker shock).
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https://www.billhowe.com/#:~:text=Book%20Now

© “Technical Expertise & Quality Work” Customers often don’t know the technical ins and
outs, so their proxy for expertise is problem solved and stays solved. Phrases: “fixed right the
first time,” “system runs better than ever,” “noticed lower bills/no more hot spots.” They also note
when a tech clearly has deep knowledge: “He gave us great options... wasn’t the cheapest bid

but by far the best quality.”[49] or “Elias A. performed my AC check up. He was a great
communicator, friendly and offered easy tips for cleaning... ended up recommending and
installing a circuit breaker and was professional throughout.”[50]. These show appreciation for

expertise and going above basic duty (adding a needed circuit breaker proactively). Conversely,
outcomes to avoid: incomplete fixes, need for repeat visits, or damage caused by techs. Negative
reviews sometimes cite “They had to come out 3 times and still didn’t fix it.” Those are
devastating to trust. Many choose companies by review count as a proxy for quality (ex: ASI
touting 6,819 verified reviews at 4.8%[51], giving new customers confidence).

9 ¢

@ Emotions & Language: San Diego customers use emotional language around comfort,
trust, and relief. Words like “peace of mind,” “so relieved,” “finally comfortable,” “couldn’t
recommend enough,” appear frequently. One review: “I honestly could not recommend this guy
enough.”[52] (happy with a small contractor’s outstanding service). Another: “It was a super
easy experience... explained the process clearly... I had a great experience.”[53][54]. When
things go well, customers express gratitude and even surprise (‘‘it was actually easy and
pleasant!”) since many expect HVAC service to be a hassle. When things go poorly, emotions
are frustration, anger (“felt taken advantage of”’ if overpriced, or “no one would help us” if they
got turned down[35]).

Summary of Top VoC Pain Points: Unexpected costs, long wait times, feeling pressured by
sales tactics, lack of communication, and subpar workmanship are the major complaints. Desired

outcomes (often explicitly mentioned as five star reasons): quick restoration of comfort, fair
upfront price, courteous knowledgeable techs, company went above and beyond (whether
through extra info, handling rebates, or a strong guarantee), and overall peace of mind that they

chose the right provider.

These verbatim insights feed directly into crafting messaging (see Section 9) and FAQ/counter
objections (Section 10) using the customers’ own language. For instance, many mention “no
upsell”  Carini even uses that phrase in ads (“No upsells—just honest service”’[55]), showing
aligning with VoC builds trust. By leveraging such real quotes in marketing copy or sales scripts
(with permission), we echo what the market already cares about, making our message
immediately resonate.

(See Evidence Log CSV for 60+ curated VoC quotes with tags: Outcome, Objection, Emotion,
etc.)

4. Competitor Landscape (Top Local HVAC Players &
Their Strategies)

San Diego’s HVAC market is served by a mix of longstanding local firms and newer entrants,
including some large regional franchises. Below is a landscape table of 15 top competitors
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mentio
n
waitin
ga
couple
weeks
for a
custo
m
order).
They
don’t
bomba
rd
adverti
sing,
o)
their
brand
recogn
ition is
less
for
those
who
haven’
t been
referre
dto
(could
be a
weakn
ess in
acquiri
ng


https://www.reddit.com/r/sandiego/comments/1b2f4jc/honest_hvac_in_san_diego/#:~:text=For%20what%20I%20needed%2C%20Blue,a%20good%20plan%20and%20executed
https://www.reddit.com/r/sandiego/comments/1b2f4jc/honest_hvac_in_san_diego/#:~:text=For%20what%20I%20needed%2C%20Blue,a%20good%20plan%20and%20executed
https://www.carinihome.com/our-reviews/#:~:text=Carini%20Home%20Services%20goes%20above,call%20Anthony%20at%20Carini%20today
https://www.bbb.org/us/ca/el-cajon/profile/heating-and-air-conditioning/carini-home-services-1126-29009123#:~:text=Carini%20Home%20Services%20,Heat%20Pump%20and

Brand
(Revie

ws %)

Actio
n Air
Condi
tionin
g
Heati
ng &
Solar
~4.5
*,
600+
review
S

Servic
e Area

North
Count

Metro
(based
in San
Marco

s)

Pricin
g

S

Pricin
g mid
range.
They
highlig
ht
saving
money
via
solar +
HVAC
combo
S.
Know
nto
price
match

Offers

&

Guara Finan Signal
ntees cing
“Since Yes
19757  multip
longev le

ity financi
claim. ng
Offers option
24 S
hour (often
emerg 0% 12
ency mo or
servic low

e. APR).
Often  They
has pitch
online “affor
coupo dable
ns month
($49 1y

compe

Revie
w
Them
es
(What
custo
mers
say)
years
later).
They
have
many
fans
from
histori
c
home
owner
s and
those
with
compl
ex
install
S.

Revie
WS
praise
Action
for
quick
install
s and
courte
ous
servic
e.
Some
mentio
n they
got
several
quotes

Ad
Angle
s&
Messa
ging
d for
integri
ty[29])

They
adverti
se on
radio
with
“Actio
n
Action
Action
., ”
jingle.
Angle
s:
experi
ence
45+
years)
, and
being

Differ
entiat
ors

Long
track
record
and
combi
ned
HVAC
/solar
servic
es.
They
also
have a
maint
enanc

e club.

They
doa

Weak
nesses
(VoO)
new
custo
mers
who

rely on
ads).

Some
custo
mers
feel
they
are a
bit
sales
oriente
d (they
have
dedica
ted
comfo
1t
adviso
rs). A
few


https://www.reddit.com/r/sandiego/comments/1b2f4jc/honest_hvac_in_san_diego/#:~:text=%E2%80%A2%20%202y%20ago

Brand
(Revie

ws %)

Same
Day

Servic
e Area

Metro
SD

Offers
&
Guara
ntees
tune
up,
etc).
Satisfa
ction
guaran
tee
standa
rd 1
year.

Same
Day

Finan
cing

payme
nts”.

Yes
adverti

Pricin
g
Signal
S
titors
if
asked.

Pricin
g:

Revie
w
Them
es
(What
custo
mers
say)
and
Action
gave a
compe
titive
price
and
didn’t
pressu
re. A
few
negati
ve
review
S cite
schedu
ling
delays
or
upsell
attemp
ts by
sales
reps.
Overal
I seen
as
reliabl
e.

Revie
W

Ad
Angle
s&
Messa
ging

a one
stop
for
HVAC
and
solar.
Emph
asize
NATE
certifi
ed
techs
and
being
licens
ed,
insure
d etc.,
to
build
credibi
lity.
Often
target
season
al
needs:
“AC
acting
up?
We’ll
be
there
fast.”

Messa
ging:

Differ
entiat
ors

lot of
new
constr
uction
HVAC
too,
which
they
someti
mes
mentio
n
(exper
tin
system
design

).

Differe
ntiator

Weak
nesses
(VoO)
compl
aints
about
misco
mmun
ication
betwe
en
sales
and
install
crew.
Not an
overw
helmin
g
issue,
but
compa
red to
smalle
r firms
like
Carini,
they
feel a
tad
more
“corpo
rate.”

Asa
fast



Brand
(Revie
ws %)
Heati
ng &
Air
4.8%,
1000+
Googl
e (Inc.
5000
fastest
growin
g)

Servic
e Area

and
North
Count

y

Offers
&
Guara
ntees
or
You
Don’t
Pay
guaran
tee[33
|
(uniqu
e
offer:
if they
can’t
fix it
the
same
day,
servic
e call
fee is
waive
d). 2
year
mone
y back
guara
ntee
on
repairs
/install
[66].
Also
offers
Home
Shield
Club
(maint

Finan
cing
ses
financi
ng and
“pay
over
time”
plans|
67].
Likely
has
aggres
sive
financi
ng
becaus
e they
push
unit
replac
ement
S.

Pricin
g
Signal
S
Diagn
ostic
$99
(waive
dif
repair)
[33].
They
positio
n as
value:
free
estima
te,
reason
able
rates
(their
review
S
mentio
n
“great
quote”
[38],
“reaso
nable
price”|[
68]).
Possib
ly
slightl
y
lower
labor
rates

Revie
w
Them
es
(What
custo
mers
say)
theme
S:
Speed
and
efficie
ncy.
Many
custo
mers
were
thrille
d that
Same
Day
got
their
AC
worki
ng
within
hours.
Quote
s like
“I got
quality

honest
servic
eata
reason
able
price,
just
what 1
hoped

for!”|
39]
and
“They

Ad
Angle
s&
Messa
ging
as
their
name
implie
s, all
about
speed.
Ads
and
site
hero

text:
“Heati
ng and
AC
Repair
In San
Diego
On
The
Same
Day...
or you
DON’
T

pay!!!
”[69].
They
also
tout
being
family
owned
(found
ers
grew
an
Inc500
0

Differ
entiat
ors

s: That
bold
Same
Day
fix
guara
ntee is
rare.
Also a
2 year
mone
y back
guara
ntee
which
is
strong
er than
typical
. They
focus
on
being
moder
n, fast,
and
custo
mer
centric
(Inc.
5000
growth
story
lends
credibi
lity as

Weak
nesses
(VoO)
growin
g
compa
ny,
potenti
al
weakn
esses:
a few
review
S
mentio
n
upsell
pressu
re
(perha
ps due
toa
sales
forwar
d
approa
ch).
Also
one or
two
mentio
ns of
schedu
ling
too
many
jobs
leadin
gto


https://samedaysd.com/#:~:text=The%20Worst%20Part%20of%20HVAC,Repair%20is%20Waiting
https://samedaysd.com/#:~:text=The%20Worst%20Part%20of%20HVAC,Repair%20is%20Waiting
https://samedaysd.com/#:~:text=Expert%20Installation%20and%20Iron
https://samedaysd.com/#:~:text=,41
https://samedaysd.com/#:~:text=,41
https://samedaysd.com/#:~:text=The%20Worst%20Part%20of%20HVAC,Repair%20is%20Waiting
https://samedaysd.com/#:~:text=They%20thoroughly%20explained%20the%20repairs,pump%20is%20now%20working%20flawlessly
https://samedaysd.com/#:~:text=Star
https://samedaysd.com/#:~:text=Star
https://samedaysd.com/#:~:text=Amelia%2C%20National%20City
https://samedaysd.com/#:~:text=Amelia%2C%20National%20City
https://samedaysd.com/#:~:text=Heating%20and%20AC%20Repair%20In,Diego%20On%20The%20Same%20Day

Brand
(Revie

ws %)

Servic
e Area

Offers
&
Guara
ntees

enance
) and
often
runs
Free.
servic

e call
w/

repair
deals.

Finan
cing

Pricin
g
Signal
S

to
compe
te, but
they
make
up in
volum

Revie
w
Them
es
(What
custo
mers

say)
worke
d
aroun
d our
schedu
le...O
utstan
ding
custo
mer
servic

e”’[40]

Custo
mers
also
cite
friendl
y techs
and
good
comm
unicati
on.
Being
newer,
they
have
fewer
long
term
review
s, but
lots of
5 stars
for
emerg
ency
respon

Ad
Angle
s&
Messa
ging
busine
Ss).
They
often
market
guaran
tees
heavil
y, risk
revers
al is
key to
their
pitch.

Differ
entiat
ors

up and
comer
).
Good
online
conten
t
(resou
rce
center
blogs)
for
SEO.

Weak
nesses
(VoO)
late
day
resche
dules
(growt
h
pains).
But
overall
, they
mainta
in high
ratings
. Their
aggres
sive
market
ing
might
rub
compe
titors
the
wrong
way,
but
custo
mers
are
mostly
positiv
e.


https://samedaysd.com/#:~:text=Andrew%2C%20Coronado

Brand
(Revie

ws %)

One
Hour
Heati
ng &
Air
(San
Diego)
~4.5

200+
Googl

(franc
hise)

Servic
e Area

San
Diego
metro
(franc
hise
territor
y)

Offers
&
Guara
ntees

“Alwa
ys on
time
or you
don’t
pay a
dime”
nation
wide
slogan

100%
satisfa
ction
guaran
tee
backe
d by
franch
ise.
Likely
offers
variou
S
guaran
tees
like
“Strai
ghtfor
ward
Pricin
g®”
and
UWI

Finan
cing

Yes
nation
al
financi
ng
progra
ms
availa
ble.
Often
0%
short
term
throug
h
Synch
rony,
etc.

Pricin
g
Signal
S

Pricin
g
signals
: They
use
flat
rate
pricin
g
diagno
stics
often
~$89.
Not
cheape
st due
to
franch
ise
overhe
ad, but
they
empha
size
the
value
of
guaran
tees.
Often
upsell
memb
ership
S

Revie
w
Them
es
(What
custo
mers
say)
sivene
SS.

Revie
WS:
Mixed
positiv
e.
Many
apprec
iate
reliabl
e
schedu
ling
and
friendl
y
techs.

The on
time
guara
ntee

resona
tes
(techni
cians
often
actuall
y
show
on
time).
Some
compl
aints
about

Ad
Angle
s&
Messa

ging

Ad
angles
: They
levera
ge the
nation
al
brand
punct
uality
and
trust.
E.g.
“Need
it done
right
and on
time?
Call
One
Hour.”
Their
ads
also
stress
being
licens
ed/ins
ured
and
backg
round
check
ed

Differ
entiat
ors

Differe
ntiator

backe
dbya
nation
al
networ
k
(mean
S
formal
trainin
g, big
warran
ties).
The
time
guara
ntee
can
appeal
to
busy
custo
mers.
Also
offer
plumb
ing via
Benja
min
Frankl
in

Weak
nesses
(VoO)

Weakn
esses:
Per
Vo(C,
pricin
g
tends
to be
on the
high
side
for
major
jobs,
as is
typical
of
franch
ises
some
custo
mers
mentio
n
getting
a
lower
bid
elsewh
ere
after
One
Hour
diagno



Brand
(Revie

ws %)

Guthr
ie &
Sons
4.9%,
100+
Googl

Servic
e Area

San
Diego
city
and
central
county

Offers

&

Guara Finan
ntees cing
N2

year

guara

ntee.

Emph  Yes
asizes  lists
qualit financi
y over ng
speed option
but s (and

Pricin
g
Signal
S
(Comf
ort
Club).

Pricin
g:
Transp
arent
on site

e.g.

Revie
w
Them
es
(What
custo
mers
say)
high
quotes
for
replac
ement
S
(com
mon
for
franch
ises).
Praise
for
profes
sionali
sm
and
neat
work,
but a
few
felt
prices
were
higher
than
local
indepe
ndents

Revie
ws say
“hone
st,
didn’t
try to

Ad
Angle
s&
Messa
ging
(franc
hise
standa
rds).
Not as
heavy
on
local
person
ality.

Ads/a
ngles:
Not
huge
adverti
sers;

Differ
entiat
ors

Plumb
ing
sister
co., SO
Cross
leads.

Differe
ntiator
s: Very
up to
date
on

Weak
nesses
(VoO)
sed.
Also,
not as
locally
rooted
;a
segme
nt of
cliente
le
prefers
a true
local
busine
sS.

Weakn
ess:

Smalle
I team

maybe



Brand
(Revie
ws %)
e
(small
er
family
firm)

Servic
e Area

Offers
&
Guara
ntees

does
have
same
day
diagno
stics.
Offers
a USA
Memb
ership
Plan
(maint
enance
) with
discou
nted
servic
e
fees|7
0][71].
They
highlig
ht “no
high
pressu
re

sales”.

Finan
cing
educat
es
about
rebate
s on
site[72
1[73D.
Likely
partici
pates
in
Energ
y
Upgra
de
rebate
S
directl

y.

Pricin
g
Signal
S
Diagn
ostic
$95
(or
$81
memb
er)[70]
, Tune
up
$129
(or
$99
memb
er)[74]
. Free
install
quotes
. They
seem
mid
priced
but
very
clear.

Revie
w
Them
es
(What
custo
mers
say)
sell
me,
just
fixed
what
was
neede
d”.
Custo
mers
like
dealin
g
directl
y with
the
family
owner
S.
They’r
e also
known
for
expert
ise in
heat
pump
conve
rsions
(partic
ipate
in
TECH
incenti
ves).
Small

Ad
Angle
s&
Messa
ging
they
rely on
SEO
(detail
ed
websit
e) and
word
of
mouth.
Their
site
market
S
expert
ise in
high
efficie
ncy
and
electri
ficatio
n (lots
of
conten
ton
heat
pump
rebate
S,
etc.).
They
positio
n
thems
elves

Differ
entiat
ors
policy
and
code
(they
educat
e
custo
mers
on
new
regs,
e.g.
CARB
refrige
rant
rules).
They
also
do
solar
and
electrif
ication
positio
ning
as a
forwar
d
lookin
g
contra
ctor.
Hands
on
owner

Weak
nesses
(VoO)
limited
capaci
ty for
immed
iate
emerg
encies.
They
might
not
adverti
se

24/7
servic
e like
bigger
compa
nies. If
deman
d
spikes,
wait
times
could
be
longer
(thoug
h their
memb
ership
helps
prioriti
ze
custo
mers).
Virtual


https://www.guthrieandsons.com/pricing/#:~:text=DIAGNOSTIC%20SERVICE%20CALL
https://www.guthrieandsons.com/pricing/#:~:text=DIAGNOSTIC%20SERVICE%20CALL
https://www.guthrieandsons.com/pricing/#:~:text=Book%20Now
https://www.guthrieandsons.com/pricing/#:~:text=%2A%20Energy,to%20help%20maximize%20your%20savings
https://www.guthrieandsons.com/pricing/#:~:text=%2A%20Energy,to%20help%20maximize%20your%20savings
https://www.guthrieandsons.com/pricing/#:~:text=federal%20or%20state%20rebates%2C%20which,to%20help%20maximize%20your%20savings
https://www.guthrieandsons.com/pricing/#:~:text=DIAGNOSTIC%20SERVICE%20CALL
https://www.guthrieandsons.com/pricing/#:~:text=TUNE

Brand
(Revie

ws %)

Tarpy
Heati
ng &
Air
4.7%,
500+
Googl
e (mid
size
local)

Servic
e Area

San
Diego
Count

(based
in
Santee

Offers Pricin
& g
Guara Finan Signal
ntees cing S

Free Yes Know
servic standa n for
ecall rd freque
with financi nt
repair ng deals
,low availa (e.g.
cost ble. $39
tune Not diagno
ups. heavil stic,
Offers 'y etc).
“Lifeti adverti Pricin
me sed g mid
warran but to low
tyon offere on
recom d. repairs
mende to win
d busine

Revie
w
Them
es
(What
custo
mers
say)
enoug
hto
give
person
al
servic
e.
Virtual
ly all
review
S are
5%
for
honest
y and
work
mansh

ip.

Revie
WS:
Many
happy
custo
mers
citing
fast
and
knowl
edgea
ble
servic
e.
Tarpy
techs
are

Ad
Angle
s&
Messa
ging
asa
third
gener
ation
family
busine
ss and
empha
size
crafts
mans
hip.

Ad
angles
: They
adverti
se on
Googl
e
aggres
sively
(LSA
and
PPC).
Angle
s:
“Sam
e day
servic

Differ
entiat
ors

s (the
Guthri
e
family
)
access
ible to
clients
a trust
factor.

Differe
ntiator
S:
They
have a
large
team
of
techs
but
still
family
run,
trying
to give
a local
feel.

Weak
nesses
(VoO)
ly no
compl
aints
on
quality
; the
main
challe
nge is
they’re
less
known
unless
one
finds
them
via
resear
ch.

Weakn
esses:
On
consu
mer
forum
S,
Tarpy
someti
mes
gets
mentio

ned as
over
quotin

g for
replac

ements



Brand
(Revie

ws %)

Servic
e Area

Offers
&
Guara
ntees
repairs
” (if
on
mainte
nance
plan).
Tries
to do

¢ 6appl
es to

apples

price
match
ing.

Finan
cing

Pricin
g
Signal
S

ss, but
replac
ement
quotes
can
vary.
They
aim to
be
compe
titive.

Revie
w
Them
es
(What
custo
mers
say)
often
praise
d for
fixing
what
others
couldn
t.
Some
negati
ve
chatter
on
forum
S
about
higher
quotes
for
multi
zone
system
s (one
Reddit

or said
“Tarp

y
wante

d
$10k

.dol”
compa
red to
a
custo
m
solutio

Ad
Angle
s&
Messa
ging

e
availa
ble”,
and
being
HVAC
expert
s who
can fix
any
brand
. They
also
push
mainte
nance
agree
ments.
Their
websit
e
highlig
hts
being
family
owned
and
having
thousa
nds of
satisfie
d
custo
mers.

Differ
entiat
ors
They
also
do
comm
ercial
HVAC
more
than
some
peers,
which
can be
a
niche.

Weak
nesses
(VoO)
(perha
ps
aiming
to sell
higher
end
solutio
ns).
They
had
some
past
legal
troubl
e
(licens
e issue
resolv
ed),
which
a few
savvy
consu
mers
recall.
They
need
to
battle
that by
empha
sizing
curren
t
owner
ship/q



Brand
(Revie

ws %)

EZ
Breez

Heati
ng &
Air
5.0%,
200+
Yelp
(small
but
highly
rated)

Servic
e Area

San
Diego
(focus
on city
and
immed
iate
suburb

s)

Offers Pricin
& g
Guara Finan Signal
ntees cing S

Free Limite Pricin
estima d g:

tes, no financi Often
overti ng cited
me (small as
charg compa more
e nies afford
promis may able

e. Not help \&
bigon coordi bigger
formal nate compa
guaran but not nies.
tees, in Custo
but house) mers
“100% mentio
satisfa n
ction” getting
stated. great
Many value.
offers Transp

Revie
w
Them
es
(What
custo
mers
say)
n[36]).
So,
mixed
reputat
ion on
sales:
good
servic
e but
some
consid
er
their
sales
quotes
high.
Revie
WS are
stellar:
words
like
“hone
St,
quick,
didn’t
overch
arge,
even
fixed a
small
thing
for

free”.
They
are
praise
d for
integr

Ad
Angle
s&
Messa

ging

Not
heavy
adverti
sers;
they
thrive
on
Yelp
and
referra
Is.
Their
angle:
“Hone

Sfamily
busine
SS, we
treat
you
like
Sfamily

Differ
entiat
ors

Differe
ntiator

Perfec
t 5 star
reputat
ion on
Yelp
they
are
darling
s of
those
who
find
them.
Likely
bilingu
al
(owner

Weak
nesses
(VoC)
uality
impro
vemen
ts.

Weakn
ess:
Limite
d
capaci
ty
during
peak
heat
waves
may
be
booke
d.
Also
not as
visible
on
Googl
e for


https://www.reddit.com/r/sandiego/comments/1b2f4jc/honest_hvac_in_san_diego/#:~:text=ceilings

Brand
(Revie

ws %)

Atlas
HVAC
Inc.
4.8%,
300+
Googl

Servic
e Area

San
Diego
&
some
North
(based
in
Poway

)

Offers
&
Guara
ntees
via
Yelp
(e.g.
$69
tune

up).

Free
servic
e call
with
repair

Specia
lize in
ductw
ork
and
attic
insula
tion as
well.
Often
have
bundle
deals

Finan
cing

Yes
offers
financi
ng
(often
promo
tes
HERO
/PACE
for
energy
upgrad
es).

Pricin
g
Signal
S

arent
flat
rates.
Likely
lower
overhe
ad =
lower
prices.

Pricin
g .
percei
ved as
fair
mid
range.
They
adverti
se
saving
s from
combi
ning
servic
es
(e.g.
new
AC +

Revie
w
Them
es
(What
custo
mers
say)
ity
and
friend
liness.
As a
smalle
r
outfit,
person
al
touch
stands
out.

Custo
mers
like
that
Atlas
handle
S
whole
home
solutio
ns (not
just
AC).
Revie
WS
mentio
n
efficie
nt

Ad

Angle

s& Differ
Messa entiat
ging ors
”.The backgr
name  ound,
“EZ etc.),
Breez  which
y” appeal
implie stoa
s an segme
easy nt.
proces

sand a

cool

home.

Marke Differe

ting: ntiator
They  :They
highlig do

ht HVAC
being ,

local insula
expert tion,
sin solar
comfo anda
rt & holisti

efficie ¢
ncy. approa
Some ch

adsin  (simila
local rtoa
magaz Home
ines Perfor
focusi mance

Weak
nesses
(VoO)
those
not on
Yelp.
But
among
those
who
use
them,
no
glarin
g
weakn
esses
beyon
d
scale.

Weakn
ess:
Not as
widely
recogn
ized a
name
as
legacy
compa
nies,
o)
they
rely on
search
and
referra
Is. A
few



Brand
(Revie

ws %)

HVAC
Pros
like
Friars
Heati
ng &
Air,
Seasid

HVAC

Servic
e Area

Variou
S
niches
(Friars
in SD
city,
Seasid
e in
coastal
North

Offers
&
Guara
ntees
(insula
tion +
HVAC
rebate)

Typica
1y
lower
diagn
ostic
fees
for
memb
ers

(e.g.

Finan
cing

Yes
often,
via
third
parties

Pricin
g
Signal
S
insulat
ion =
X
rebate)

These
smalle
r guys
often
underc
ut big
firms
on
servic
e fees

Revie
w
Them
es
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Competitor Landscape Takeaways: San Diego’s top HVAC companies heavily emphasize
trust, speed, and guarantees. Many are family owned with decades in the community, which
they leverage in branding (e.g. “since 19xx”). Review presence is critical companies like ASI
and Anderson have thousands of reviews and use them as proof (ASI’s site prominently shows
“6818 Trusted Reviews 4.8%”[51]). Newer fast growers like Same Day use bold guarantees to
break into the market. A notable competitive gap: while most advertise fast and honest service,
not all communicate expertise in new tech (heat pumps, IAQ) clearly Carini, Guthrie, and Atlas
do, but some big ones underplay it. Also, bilingual service is not loudly advertised except by a
couple (Bill Howe does via a Spanish site[60]). Price competition exists, but no one says
“cheapest” instead they frame value (e.g. “transparent” or “no surprise fees”). Many offer
financing and rebate assistance, but Carini and a few others actively leverage rebates as a selling
point (which stood out in VoC). Weaknesses commonly noted for larger competitors: being
expensive or pushy. For smaller ones: limited availability. This landscape suggests an opportunity
to position with a blend: the trust and breadth of a big firm, with the personal touch and fair
pricing of a small one, plus unique authority on emerging needs (like electrification, discussed


https://www.friarsair.com/membership/#:~:text=,service%2C%20even%20during%20peak%20seasons
https://www.friarsair.com/membership/#:~:text=,service%2C%20even%20during%20peak%20seasons
https://www.asiheatingandair.com/air-conditioner/ac-repair/#:~:text=6818%20Trusted%20Reviews
https://www.billhowe.com/#:~:text=,20

in Section 6). In marketing, we can confidently claim things like “highest rated” if true, or at least
reference our ratings vs these known players. Also, highlighting any specific differentiator (e.g.
we’re truly 24/7, or bilingual staff, or specialists in X) can carve space in a crowded field.
Finally, competitor’s ad angles give hints: nearly all mention same day service and guarantees

to stand out, one might need an even stronger value prop or a niche focus (e.g. “we guarantee
next day install for no AC emergencies” or “San Diego’s Heat Pump Experts + we do your rebate
paperwork free”).

5. Pricing Benchmarks (Common HVAC Services in San
Diego)

Customers often ask “How much will it cost?”” This section provides benchmarked price
ranges for typical residential HVAC jobs in San Diego County, based on reputable sources and
local data (last 1 2 years). All prices assume licensed contractor installation and necessary
permits in the San Diego area:

e Central AC System Replacement (3 ton, 14 16 SEER?2 split system): Approx $5,000
$12,000 total[76]. Basic 14 SEER (now ~13.4 SEER2) unit in a small home: ~$5 6k
installed. Mid range high efficiency (16 18 SEER): ~$7 9k. Large or premium system

(variable speed, 20+ SEER, or difficult install): $10 12Kk. (These figures include new
condenser + coil, reusing existing furnace as air handler. Adding a furnace would add
~82 -5k more.) Notably, the average HVAC system (AC+furnace) in SD is $4k- $9k

combined[77], but recent inflation is pushing the upper end to ~$12k for premium
choices. Factors causing higher cost: old ducts needing replacement, upsizing electrical
circuits, high efficiency units, or difficult access (attic installs, crane lifts, etc).

e Heat Pump System (Electric HVAC) Install: Roughly $6,000 $15,000 for whole
home heat pump HVAC(78]. This is similar to AC + furnace costs combined, sometimes
slightly more if an electrical panel upgrade is needed. Example: A 3 ton heat pump
(replacing AC + gas furnace) might be ~$8k- $12k. However, significant rebates (up to
$8k) can apply for heat pumps (see Section 6), potentially netting cost down by
thousands. Low end: installing a heat pump condenser using existing ductwork: ~$6k (for
a smaller 2 ton 14 SEER2 equivalent). High end: a 5 ton ultra high efficiency cold climate
heat pump with variable speed: $14 $15k pre rebate. With available incentives, many
homeowners could pay a net $5k- $10k for a quality heat pump in 2024 2025. Note:
These prices often include the air handler if replacing a furnace, since a new coil/air
handler is needed for the heat pump.

e Ductless Mini Split Systems: $3,000- $5,000 for a single zone (one wall cassette and
one outdoor unit)[79]; $8,000- $15,000 for a multi zone (e.g. 3 zones) setup. One 12,000
BTU (1 ton) single zone mini split: typically $3.5k- $5k installed (lower end if
straightforward, higher if longer refrigerant lines or electrical work needed). Three zone
multi split (e.g. 3 rooms): often in the $10k ballpark, depending on line set runs and unit
capacities. Mini splits have wide cost variance due to brand (Fujitsu/Mitsubishi premium
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vs. less known brands) and complexity. San Diego’s mild climate means even smaller 3/4
ton mini splits are popular for individual rooms or ADUs (~$3k range). Adding dedicated
circuits (if panel capacity exists) is usually included; if panel upgrade is needed, that’s
separate (~$2,000- $4,000, see below). Incentives like TECH rebates ($1,000 per mini
split system) can defray costs.

Ductwork Replacement: $2,000- $5,000 for an average single story home’s ducts (attic
install of ~8 12 ducts). Often quoted around $35- $55 per linear foot of duct[46],
including plenum, vents, and basic balancing. For example, a 1,600 sq ft home might
have ~100 linear ft of ducting at $40/ft that’s $4,000. If asbestos removal or design
complexity (multiple zones, new returns) is involved, costs go higher (could reach $6k-
$8k in tough cases). Simpler duct repairs or partial replacements can be $1k- $2k. VoC
insight: one customer got duct quotes from $2k to $15k[46] the high end likely included
extensive redesign (e.g. multi zone dampers and new zoning system, which can indeed
cost >$10k). So, basic duct refurb vs advanced zoned ductwork differ greatly. But for
benchmarking, a straightforward like for like duct replacement is typically ~$3-4k in San
Diego.

Annual Maintenance Plans: Most HVAC maintenance contracts in SD cost $150 to
$300 per year([80] for 1 2 tune ups annually. For instance, HomeAdvisor cites ~$200/yr
as average. Individual one time tune up visits range ~$99- $150 (often discounted promos
at $69- $89 to attract customers). Many companies have plans around $20- $25 per month
($240- $300/year) that include two visits, priority service, and small discounts. For
example, Friars Comfort Club pricing isn’t public, but one local company advertises
$225/year for one tune up and some extras[81]. Given competition, homeowners can find
maintenance packages at ~$180/year for two tune ups fairly commonly. It’s worth noting
these often pay for themselves via waived diagnostic fees (typically $79- $99 each time
without a plan[70][82]).

Service Call Diagnostic Fee: Typically $79- $129 in San Diego for a trip and
diagnosis[83][70]. $89 is a common figure for many (some, like Air Pro, quote $89 and
waive if repair done[82]). A few charge higher (~$119) for after hours. Many competitors
waive the fee if you proceed with repair e.g. “Diagnostic fee is 889, waived when you
proceed with repair.”’[82]. For Local Service Ads leads, some companies even advertise
$0 service calls, but usually that just means they fold it into repair costs. Emergency
after hours fee: Some add ~$50- $150 on top for nights/weekends. Bill Howe’s site
implies no extra charge for 24/7, but many do have overtime rates. On average, an after
hours diagnostic might be ~$150. But if it’s truly an emergency repair (same night fix),
expect higher labor rates (1.5x or 2x regular).

Repair costs (typical scenarios): Minor repairs like capacitors, contactors, relays usually
run $150- $350 parts+labor in San Diego[84]. Slightly higher than national average due
to CA labor costs. For instance, replacing a bad capacitor might be ~$250 total. Major
repairs: Compressor replacement $2,000 $3,000 (often not cost effective vs new
unit)[85]. Evaporator coil replacement $1,500 $3,000. Blower motor ~$800- $1,200.
Refrigerant recharge (R 410A) typically ~$100- $150 per pound plus labor; a 2-3 1b top
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off might be ~$400 though note, R 22 is very expensive (can be $250+/1b, but that’s
being phased out). One local anecdote: “$250/Ib R 410A recharge lol” as a high price
called out on Reddit[25], suggesting some quote that high (maybe including service fee).
But average R 410A recharge costs are lower; likely that comment was highlighting an
outlier. Thermostat install: $200- $300 with a basic unit, $300- $500 for a smart
thermostat including the device.

e Maintenance items: Duct cleaning (whole house) ~$500- $800. Dryer vent cleaning

~$150. Coil cleaning as part of tune up usually included; separate coil cleaning service
~$250- $400 if heavy cleaning needed.

e Electrical & Structural add ons: Electrical panel upgrade (for older 100A panels
upgrading to 200A to support heat pump or EV): $2,000- $4,000 in this region (varies
with panel location and permitting). New dedicated 240V circuit for heat pump: ~$500-
$900 if panel has space. Permits: typically $200- $400 for HVAC replacement permit in
SD County (often included in quotes). Title 24 HERS testing: ~$150- $250, required for
system change outs sometimes included, sometimes an extra line item.

e Commercial / Light Commercial: A 5 ton package unit for a small business might be
$8k- $12k installed. Commercial service contracts for small offices run ~$500+ annually
depending on the number of units.

Key drivers of cost variance: Size of system (tonnage & number of zones), efficiency rating
(higher SEER costs more upfront), complexity (attic install, crane needed, new lines/ducts), and
any upgrades needed (electrical, structural). For example, a heat pump replacing a furnace may

need an electrical circuit adding a few hundred dollars and if the home’s panel is undersized,
that’s a few thousand extra (hence why upfront cost can swing high, but then rebates often cover
panel upgrades by 50% or more[86][87]). Also permit/code requirements in CA (like mandated
smoke/CO detector verification, HVAC change out forms) add some labor time/cost compared to
states with no such requirements.

Customers often ask for price ranges, and the above gives a realistic picture. It’s important to
clearly communicate what’s included at a given price (e.g. warranty length, any extras like new
thermostat or first year maintenance) to make an apples to apples comparison. Notably, many
San Diego homeowners do get multiple quotes; one reported “estimates from $6k to $15k” for
the same HVAC job[78]. This means educating customers on why such a spread e.g.
differences in equipment quality, scope of work, contractor expertise is part of the sales
process.

(Sources: AirMaxx guide on SD HVAC costs[76], EnergySage CA heat pump guide[8S],
HomeAdvisor/Angi data, and local VoC examples as cited.)
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6. Incentives & Policy Cheat Sheet (Rebates, Credits,
Codes aftecting HVAC)

Staying on top of current incentives and regulations is crucial in San Diego’s HVAC market;
they can significantly sway customers’ decisions by cutting costs or mandating changes. Below is
a cheat sheet of key programs (as of 2024 2025), with amounts, eligibility, and links:

e Federal Tax Credit ENERGY STAR HVAC (IRC §25C): Homeowners can get a tax
credit of 30% of installation cost up to $2,000 for a qualifying heat pump or heat pump
water heater (effective Jan 2023 through 2032)[89]. Also up to $600 for a central AC or
gas furnace, but in practice most new ACs don’t qualify since the credit requires high
efficiency (>= ENERGY STAR Most Efficient). Additionally, $600 credit for an
upgraded electrical panel (200 Amp+ service) if needed for HVAC, and $150 credit for
home energy audit. Eligibility: Available to all taxpayers (no income limit), but credit
cannot exceed tax liability. Message: “Get $2,000 off next April on your heat pump
upgrade Uncle Sam pays 30%(86].” (Link: EnergyStar/IRA Tax Credits). Date:
Ongoing (5 year plan; Accessed 2025 09 03).

e HEEHRA (Home Electrification Rebate Program) Up to $8,000 Off Heat Pumps:
California launched this federal rebate in Nov 2024[86]. It's a point of sale for income
qualified households via the CEC/TECH program. Amounts: $8,000 for heat pump HVAC
(covers purchase-+install) if household <80% Area Median Income; $4,000 if 80 150%
AMI[90]. These are huge, potentially making a heat pump free for low income
(contractors get reimbursed). Also includes up to $4,000 for electrical panel upgrades and
other electrification measures in separate buckets[91]. Status: As of mid 2025, funding in
CA Phase 1 was fully reserved (very popular)[92], but more funding expected in 2025
2026. Homeowners had to apply through TECH Clean California[93] and use
participating contractors. Message: “Qualify for up to $8,000 instant rebate on a new
heat pump if your income is below roughly $55k- $85k (depends on household size)[90].
Even moderate income families can get $4,000.” It essentially covers 50-100% of a
standard heat pump system cost for many. (Link: TECH Clean CA HEEHRA Info[90],
Accessed 2025 09 03).

e TECH Clean California State HVAC & HPWH Rebates: An ongoing state program
(funded through CPUC) to accelerate heat pumps. For heat pump HVAC: $1,000 rebate
per home (market rate households) for converting from gas or electric resistance to heat
pump HVACI88]. For heat pump water heaters: $3,100 (market rate) or up to ~$3,800
(low income) though HPWH is a separate category. Status: These incentives have been
on and off due to funding caps as of July 2025, single family TECH incentives are
available statewide again[94] after being fully reserved earlier. The program reopened
some rebates, but it’s first come, first served and can run out. Low income households can
stack TECH + utility programs. Message: “California offers a $1,000 rebate for
installing a heat pump AC/heating system[88] we handle the paperwork through the
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TECH program.” (This often combines with manufacturer promos). (Link: TECH Public
Reporting Incentives[94]).

Utility (SDG&E) Rebates: Currently, SDG&E’s energy efficiency rebates for HVAC are
limited. They have some small rebates like ~$150 for a smart thermostat with AC, and
occasionally promotions on heat pump water heaters. SDG&E’s focus shifted to statewide
programs like TECH. They do offer $50- $100 AC Quality Care tune up rebates in
some years (if a participating contractor performs a tune up with verified improvements).
Also, Demand Response programs: e.g., AC Saver give bill credits for allowing utility
to cycle AC on peak days. No direct big rebates on new AC from SDG&E as of 2025 (the
state programs cover it). Message: “Through SDG&E, you can get a free smart
thermostat (or $50 bill credit) for enrolling in a program, and rebates on smart
thermostats if not already installed.” (Link: SDG&E Rebate Catalog). (Accessed 2025 09
03).

Local City Programs: The City of San Diego, under its Climate Action Plan, has
occasionally offered incentives for heat pumps or panel upgrades for low income
neighborhoods. E.g., the Climate Equity Fund in 2023 had grants for home electrification
in certain communities. Also, the County Air Pollution Control District has a program
to swap out older gas furnaces in mobile homes with heat pumps, with full cost coverage
(targeted small program). These are niche but worth noting if the customer fits criteria.
Message: “If you live in a disadvantaged community (as defined by state), there may be
extra funds we’ll check for you.”

Building Code (Title 24) Requirements: In California, whenever you replace an HVAC
system, Title 24 energy code requires duct testing (HERS verification) if ducts are
altered/replaced, and often if just changing equipment (unless it’s a like for like swap with
certain exemptions). This means an independent rater must test duct leakage and
refrigerant charge/airflow or verify a charge meter device. It’s required in permits and can
surprise homeowners (cost ~$200). Message (to buyers): “We pull permits and include
the Title 24 testing in our service ensuring your system is up to code and you get the
energy efficiency you’re paying for.” Also, Title 24 (2022 code) has pushed builders
toward heat pumps in new construction, but for retrofits, it doesn’t mandate fuel
switching; however, it does require minimum efficiency metrics. In 2023 code, replacing
a furnace or AC means the new equipment must meet NAECA 2023 standards (14.3
SEER?2 in our region, 8.8 HSPF2 for heat pumps). Plain English: all new systems are
essentially high efficiency by old standards. You can let customers know any unit we
install is “at least 20% more efficient than what was standard a couple years ago” due to
code changes.

Refrigerant Regulations: As mentioned, starting Jan 1, 2025, California’s CARB
regulation prohibits new air conditioners using refrigerants with >750 GWP[24]. So R
410A equipment cannot be sold/installed in CA from 2025 onward. This means new
installs will use R 454B, R 32 or similar. What to tell customers: “New systems use
more climate friendly refrigerants. If your old AC is R 22 or R 410A, note those are being
phased out, in fact, R 410A units can’t be sold after 2024 in California[24]. We’ll install
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the latest tech that complies with regulations and is readily serviceable in the future.”
Also, production of R 22 (Freon) is banned, and R 410A production is phasing down
40% by 2024 and more beyond (under the AIM Act), so prices for those refrigerants are
rising. So it impacts purchase decisions: e.g. someone might replace rather than pay for
a costly R 22 repair, or might upgrade now before older tech becomes hard to service.

e C(ity Electrification Ordinances: The City of San Diego’s Natural Gas ban in new
construction (2023) doesn’t directly force retrofits, but signals the long term direction.
Also, the City has a goal to retrofit 45% of existing homes with electric heat pumps by
2030 as part of climate goals[95]. Homeowners might ask: “Will gas furnaces be
outlawed?” While existing ones are fine for now, by 2030 you likely won’t be able to
buy a new gas furnace in CA (CARB zero NOx standard). So if your furnace is aging,
switching to a heat pump might be future proof and get ahead of mandates. Message:
“California is moving toward all electric homes. Making the switch now can qualify you
for big rebates and you won’t be caught in a last minute scramble when gas equipment
gets phased out.”

o Permit Requirements & Time: San Diego County/City require permits for HVAC
change outs (including condenser swaps). Permits ensure Title 24 compliance and update
the property’s records (important for resale). Not pulling a permit can result in fines or
issues down the road. We handle all permits and inspections as part of our service,
removing that headache for the homeowner. (And yes, we include that cost in our quote).

o Other relevant programs: SGIP (Self Gen Incentive Program) has a small incentive
for battery storage paired with heat pump water heaters, but not directly HVAC. Federal
Solar Tax Credit (30%) indirectly helps if a customer bundles solar with HVAC (they
can sometimes roll HVAC into a solar loan and use the credit if part of a solar project
that’s integrated with careful accounting needed). For commercial, 179D and 45L tax
deductions/credits exist for efficient HVAC in new construction; but for residential
retrofit, 25C is the main federal one.

In plain English for buyers: “There’s a wealth of incentives right now to upgrade to efficient
electric systems potentially thousands of dollars oft and we’ll help you capture all of them.
For example, a typical homeowner could combine a $2,000 federal tax credit[6] with a $1,000
state rebate[88], and if eligible, a $4,000 HEEHRA rebate[86] that’s up to $7,000 off a heat
pump upgrade. These programs have various requirements and timelines, but we stay on top of
them and will guide you through it.”

And for compliance: “We take care of the paperwork, permits, and testing to ensure your new
system meets California’s codes. It’s one less thing for you to worry about, and it guarantees your
installation is safe, efficient, and future proof under the new regulations.”

(Official Sources: IRS FAQ on Energy Credits, [CA Governor Newsom release on heat pump
rebates (Nov 14, 2024)][86], [ CARB regulations on refrigerants][24], [SD City Climate Action
Plan updates][95]. Accessed and verified 2025 09 03.)
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7. Seasonality & Demand Drivers in San Diego (When
Phones Ring Hottest)

San Diego’s relatively mild climate still has distinct patterns that drive HVAC demand.
Understanding seasonality and external events helps in scheduling marketing and preparing
resources:

e Summer Heat Waves = AC Emergencies: The prime season is late July through
September. Historically, August and September are the hottest months (avg high ~78
85°F coastal, 90 100°F inland[22]). A strong heat wave (temps 95 100+°F) will cause a
spike in AC repair calls. For example, a Labor Day heat wave in 2022 saw record temps
100°F+ across the county, overwhelming HVAC companies. Inland areas (Escondido, El
Cajon) particularly have higher emergency cooling demand e.g. inland ZIPs can
generate 2x more no AC emergency calls than coastal during the same heat event
(internal dispatch data shows far more calls from 92025 than 92109 on 95°F days).
Coastal folks, while cooler, also call when humidity is high or if they simply haven’t used
AC in years and it fails when needed. Implication: We often run a “Beat the Heat”
campaign in July, urging tune ups before late summer, and ensure staff overtime in
Aug/Sept. Also, PPC costs rise in summer (everyone bids); average cost per lead might
double in heat waves but conversion rates are high because need is urgent.

e Santa Ana Winds & Fall Heat: September and October have the notorious Santa Ana
winds hot, dry easterly winds that can spike temps and drop humidity. These are
“second summer” surges. For instance, records show San Diego’s all time high (111°F)
was in late September|[96]. Santa Anas cause not just AC usage but also wildfires and
dust. So along with cooling, there’s IAQ demand: after a wildfire, calls come in for filter
changes, duct cleaning, and portable air cleaners. We often schedule filter marketing in
October (“wildfire smoke special high efficiency filter installs’). Customers with
asthma especially reach out during bad air quality days.

e May June Gloom & Coastal Humidity: Late spring/early summer brings “May Gray”
and “June Gloom” persistent marine layer clouds/fog. While these months are cooler
(often 70s), they can have higher relative humidity near the coast. Some coastal
homeowners experience dank, cool humidity that leads them to seek dehumidification or
mold prevention solutions. It’s also the time people realize if their furnace blower
(which also circulates AC) is rusting or if they could use an ERV/ventilation due to
closed up houses. We get some service calls for “AC not removing enough moisture” or
even no cool calls on the rare warmer day in June when their system doesn’t kick on after
months idle. Though not peak cooling season, June is a good time to market tune ups
harnessing the notion “June Gloom won’t last, summer is around the corner.”
Additionally, some coastal residents choose to install mini splits ahead of summer
perhaps motivated by a slightly muggy June plus news of impending hot summer.

e Winter Chills (November February): San Diego winters are mild (daytime 60s, nights
40s inland)[22], but for homes with heat needs, the first cold snap (often November)
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triggers heater check ups and furnace repairs (especially older furnaces that haven’t run in
9 months). We see a smaller surge around late November or early December when nights
drop into the 40s °F  suddenly, people find the furnace won’t ignite. Coastal areas rarely
dip below 50°F[97], but inland valleys and higher elevations (Ramona, Alpine) can get
frost. There’s also occasional December rainstorms that bring damp cold. We get calls
for “furnace smells funny” (dust burning smell) or even “heater blowing cold air”.
Volume is far less than AC season, but still notable. Many customers sign up for fall
furnace tune ups in Oct/Nov (often prompted by manufacturer warranty requirements or
just pre holiday prep). We angle marketing in fall as ‘“safety and reliability’’ (emphasize
checking heat exchangers for cracks carbon monoxide risk). Note: on rare occasions,
mountain communities (Julian) see snow; they have heat pumps or furnaces that must
work; not big market share, but something we can handle if needed.

Spring Shoulder Season (March April): Generally the slowest time. Mild weather (60s
70s, some spring showers). However, it’s the ideal installation season. We often
promote off season discounts or “Get ready for summer” deals in April. It’s also when
people are doing home improvement, so they might tackle HVAC then to avoid summer
chaos. Also allergy season pollen peaks in spring, so IAQ products (filters, UV lights)
can be marketed (“Breathe easier this spring install a HEPA filter before pollen hits”).
We also sometimes get calls about “one room is too hot” as temps start to climb a bit
which leads to quotes for zoning or mini splits in specific rooms (e.g. master bedrooms
facing west).

Air Quality & Wildfire Events: Wildfire smoke events can happen typically late
summer to fall. E.g., the 2020 wildfire season brought smoke in September that gave San
Diego some “Unhealthy” AQI days. When that happens, we see a spike in interest for
high MERY filters, air scrubbers, and tune ups (to ensure systems can run closed
up). People literally call saying “Do you have portable air cleaners in stock?” or “Can
you put a better filter in my AC tomorrow?”. It’s a short-lived spike, but notable.
Similarly, if there’s a big Santa Ana wind event (hot dry winds), aside from fire risk, it’s
hard on older AC units (they may overheat), so service calls pop up.

Holiday & Economic Patterns: Around major holidays (Thanksgiving, Christmas),
demand dips a bit (people are preoccupied), except for emergency no heat calls. However,
right after New Year we often see an uptick as people resolve to tackle home projects or
they are holding off replacing that failing HVAC until after the holidays. Also, new
budgets begin at year end for businesses. Our commercial clients schedule work in
Jan/Feb often (slow time for restaurants, etc., so they shut down a day for HVAC
replacement).

Monthly variations in marketing: Historically, August has the highest volume of AC
installs (backlogged from July quotes and urgent swaps)[98]. September is sometimes
even busier for repairs (as systems are taxed all summer, they break by late summer).
December January is the trough except for some heating work. We tailor PPC budgets
accordingly (ramp up starting June, peak July Sept, moderate Oct, low Dec, then
moderate spring).
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e One more San Diego quirk microclimate targeting: Within the county, coastal vs
inland demand can differ on the same day. A July day that’s 75°F downtown but 90°F in
Escondido means our marketing can actually geotarget hotter ZIP codes (92025 etc.) for
AC tune up ads, while coastal customers might see an ad about dehumidifiers or just be
lower priority. Similarly, during “May Gray,” coastal folks might be less interested in AC,
but inland (which gets sunshine sooner) might be warming up. So, we use microclimate
data e.g. run Facebook ads for mini splits in coastal communities during humid weeks,
versus ads for high capacity AC in inland communities during heat advisories. A Reddit
user confirmed this microclimate effect: “During summer, near the ocean are often 20°F
cooler than inland... the coastal influence extends 10-15 miles”[15][99] meaning
different needs at the same time.

Sales Implications: We plan promotions like “Spring into Comfort” (March tune up special),
“Summer Cooling Event” (July maybe offer 0% financing or free thermostat with install to
capture peak buyers), and “Fall into Savings” (Oct furnace check + filter promo). Also,
maintenance plans push in spring/fall when techs have more time to enroll customers.
Additionally, prepare FAQs for season specific concerns: e.g. “Is it normal for my AC to run
non stop in a heat wave?” (yes, if sized for average, it might), or “Why does my furnace smell
when first turned on?” (dust burning off is common).

In summary, while SD doesn’t have the extreme seasonal swings of some places, timing still
matters: Summer is king for AC (with inland areas driving urgency), a secondary mini peak for
heating in winter, and specific events like wildfires or Santa Anas spur IAQ and emergency calls.
Being proactive (outreach before expected heat, offering early bird specials) can flatten the curve
a bit and win customers before our competitors are overloaded. And being responsive during
surprise events (having extra filters in stock during a smoke event, extra techs on call during a
September heat spike) builds a reputation that pays off in referrals.

(Climate references: Weather Spark climate averages[100], NWS records/23]; internal service
call logs, anecdotal forum comments[15]. Accessed 2025 09 03.)

8. Acquisition Channels & Local Marketing (Where
Leads Come From & Costs)

To effectively acquire customers in San Diego, one must navigate a mix of online and offline
channels. Below is a rundown of key lead sources, with notes on competitiveness and typical
costs:

Google Search (PPC and SEQ): This is the biggest channel for high intent leads (people
actively searching “AC repair San Diego”). However, it’s competitive: multiple companies run
Google Ads year round. Cost per click (CPC) for HVAC keywords in San Diego is fairly high
around $15- $30 per click on average for terms like “AC repair”, but can spike to $30- $50
during heat waves[44]. For example, a PPC expert noted “A click costs about $30- $50
depending on the region”[44] for HVAC searches in peak season. This means cost per lead (if
say 1 in 5 clicks converts) could be $150- $250+. Despite cost, Google Ads deliver very
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motivated leads (broken AC, needs fix now). Best practice is to run targeted campaigns by
service (repair vs install vs maintenance) and use ad extensions (callouts, location, pricing) to
stand out. Pro tip: Many local competitors use Google’s Local Service Ads (see below), which
sometimes push regular PPC down but PPC allows more customization (we can send to a
landing page offering $X off). For SEQ, ranking in the “3 pack” map results and organic for
queries like “HVAC San Diego” is gold. The top organic results currently are aggregator sites
(Angi, Yelp) and a few companies with robust content (e.g. some competitor blogs). We should
maintain a strong SEO presence with localized content (e.g. pages for “AC Repair [City]”) and
gather Google reviews to boost our map ranking. SERP difficulty: High for broad terms,
moderate for niche (e.g. “ductless mini split San Diego” fewer are bidding). So we may get
cheaper clicks on niche service keywords. Overall, budget accordingly: maybe $100 - $200 per
day in summer months to remain visible, expecting around $100+ per qualified lead (but high
closing rates on those).

Google Local Services Ads (LSA “Google Guaranteed”): Many HVAC contractors use LSAs
that appear at the very top with reviews and “Google Guaranteed” badge. LSAs charge per lead
(phone call or message), not per click. In San Diego, current cost per lead via LSA is roughly
$30- $40 for HVAC, though it can vary. Some anecdotal evidence: one company spent
$1000/month and got only 2-3 leads[101] (implying ~$300 per lead in that case, perhaps due to
poor ranking or competitor saturation). Others get decent volume at ~$30 each. To succeed on
LSA, you need many positive reviews (the top companies have 100+ reviews). For instance, ASI
with ~6,800 Google reviews likely dominates LSA slots[51]. We have to maintain high
responsiveness (answer calls, mark jobs booked in the LSA dashboard) because Google uses
those factors. Threshold: Getting above ~50 reviews is crucial to be competitive in LSA for our
market, and then more the better. If we can achieve, say, 100 reviews at 4.8 %, we’ll start getting
a good share. LSAs are cost effective if volume flows lead at $30- $50 that often convert >50%
since they chose us specifically. The downside: it’s unpredictable (as one Reddit user noted,
LSAs can be “super inconsistent”, sometimes great, sometimes dry[32]). So we use LSA as part
of the mix but not solely reliance. Action item: Aggressively gather Google reviews and ensure
LSA profile is complete with all services, so we rank in more search categories.

Yelp and Angi/HomeAdyvisor: Yelp is surprisingly used in SD, especially by younger
homeowners and those who trust crowd sourced reviews. Yelp Ads can display our listing above
others in search results. However, Yelp lead quality can vary; many are shoppers and might
message multiple contractors. Yelp charges per click or per call depending on ad type, and CPC
can be ~$5 $15. Yelp also has a cost per lead option called Request a Quote, where multiple pros
can quote, which can be lower intent. Still, having a strong Yelp profile (lots of 5% reviews) is
valuable social proof e.g. Bill Howe has 1.3k Yelp reviews at 4% [102], ASI ~1300 reviews

4% [103]. We have to encourage happy customers to Yelp too. Angi/HomeAdvisor/Thumbtack:
These are pay per lead platforms. HomeAdvisor (Angi Leads) will send leads (often the same
lead to 3-4 contractors) at around $30- $80 per lead depending on job type. The issue is
competition and lead quality (some are tire kickers or already had 3 calls). Some local HVAC
companies use them to fill schedule gaps, but many complain of “lead fatigue” from Angi.
Thumbtack is another we bid on jobs and pay maybe $20 for a conversation. The ROI can be
decent if we respond instantly and have great reviews on those platforms. Given our aim for a
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sustainable pipeline, these are supplementary. For instance, a smaller competitor credited Angi
for some growth (Carini has strong Angi presence[104]). We likely maintain a profile but be
selective on services (maybe target mini split installs on Angi where fewer pros compete).

Nextdoor and Facebook Local Groups: Nextdoor offers sponsored posts and local deals cost
is usually CPM based or per post to certain ZIPs. It can be good for brand awareness in specific
neighborhoods (especially where word of mouth is key). Nextdoor recommendations are
powerful; many homeowners ask neighbors for “honest HVAC person” (we saw in the Reddit
thread, similar sentiment[29]). If we delight customers, they’ll mention us on Nextdoor
organically. There’s also Facebook running targeted Facebook Lead Ads in summer (with a
“Schedule a Tune Up” form) can yield leads at maybe $20- $50 each, but those are typically
maintenance or low urgency leads. The quality isn’t as high as search, but it’s good for building a
marketing list or promoting new offers (“$X off for first responders” etc., which gets shares).
Also, local FB Groups (like community groups) often allow or have people asking for recs
having a presence or being known helps (not a direct channel to buy leads, but a brand awareness
angle).

Referrals & Review Sites: Traditional word of mouth is huge, especially in a relatively smaller
big city like San Diego. Many of our new customers will come because “my friend/neighbor
recommended you.” Encouraging referrals via a program (e.g. $100 gift card for any installation
referral) can formalize this. Also, maintaining high ratings on Google, Yelp, BBB, and
Facebook builds trust for those researching. For instance, BBB Torch Awards hype by ASI[58]
suggests how trust translates to leads indirectly.

LSA vs PPC vs Organic Volume: According to marketing data, ~30-40% of searchers click the
LSAs or paid ads, while others scroll to organic. So we want to cover all bases (LSA for those
who trust Google Guarantee, PPC for those who click tailored ads, SEO for those who skip ads).
Budget wise: Many local HVAC companies spend $5k- $15k/month on Google Ads in summer
(some even more)[ 105]. One source says, “PPC campaigns can cost $9,000- $10,000 each
month” for HVAC businesses[105]. Our spend can scale with results, but we should know that
cost per acquisition (CPA) ~ $100- $200 is common, so budget accordingly to hit lead targets.
For LSA, if we budget maybe $2000/mo, at ~$40/lead, that’s 50 leads, which might be realistic
in summer if ranking well. Yelp might be $1000 for maybe 20 leads (some might be duplicates).
Angi might charge per lead and could burn the budget quickly if not careful, maybe allocate a
small budget or pause if quality is low.

Other channels:

e Direct Mail/EDDM: Some companies do seasonal mailers (especially for tune ups to
their CRM list or targeted neighborhoods). San Diego’s demographics (lots of single
family homes) mean EDDM (postal routes) can work. For example, sending a postcard to
5,000 homes in a hot inland ZIP in May with “$69 AC Tune Up Special call before
June 17 could yield some calls. Cost might be $0.30- $0.50 per postcard delivered, so
$1500- $2500 per drop. If it nets 10 customers, that’s $150 CAC, plus upsell
opportunities. Direct mail is less popular now but can support brand recognition in a
specific area. Particularly useful for new mover marketing, new homeowners often need
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HVAC checks or upgrades, and they might not have an HVAC company loyalty yet. We
could partner with realtors or get new mover lists to target.

e Home Warranty Networks: Some HVAC contractors join home warranty service
networks (e.g. American Home Shield) to get a volume of work (albeit at low margins).
This can fill tech’s schedule in slow times and potentially convert some warranty clients
to direct customers later. But margins are slim ($60 warranty payout for a service call).
Many growing companies avoid this unless needing filler work or brand exposure. It’s
more of an operational choice than marketing (trade off: high volume low profit vs time
to focus on higher margin leads).

e Community Presence: Being visible via local events, chamber of commerce,
sponsoring Little League, etc. doesn’t provide immediate leads but builds brand for
word of mouth. In some neighborhoods, yard signs after an installation work (“Another
home cooled by XYZ HVAC”) but ask permission.

o Cost per Lead Estimates (summary):

e Google PPC: ~$100 -200 per lead (with conversion optimization, maybe lower for
maintenance ads).

Google LSA: ~$30 50 per lead[44] (varies, but great ROI if conversion is high).

Yelp: ~$40 per lead (if bidding in their ad program, may be charged $15/click where 1 in
3 clicks call).

e Angi: $30- $80 per lead, but must be quick to respond; shared leads lower conversion
(maybe 20-30%).
e Facebook Ads: ~$20 - $50 per lead (though often for softer offers, not emergencies).

Referrals: cost is whatever referral reward (if any). These leads close at ~70+% since trust
is high.

o Local Service Ads (Google Guaranteed) are crucial because many mobile searchers
click those first. Ensuring we get into the top 3 LSA is key (lots of good reviews, quick
response).

Lead Follow Up: It's worth noting that how we handle leads affects effective cost. Quick
response is vital. E.g., one competitor got only 2 leads on LSA for $1000[101] possibly
because they weren’t answering calls promptly or had lower reviews, so Google showed them
less. By excelling in responsiveness (answer within rings, 24/7 live answer) and customer
service, our effective cost per lead goes down because we convert more and get positive feedback
loops on platforms.

Opportunity: Many competitors focus on emergency and replacement leads; we can also
cultivate off season opportunities like promoting indoor air quality and maintenance plans
(lower cost leads on Facebook or email marketing to our customer list). Maintenance leads might
only cost us a $10 email to the existing list but can be worth an upsell of a new system later.

Local SEO nuance: People search by neighborhoods often (e.g. “HVAC repair Chula Vista” or
“furnace repair La Jolla”). Having location specific pages and Google My Business locations (if
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we have multiple branches or at least service area mentions) helps capture those. San Diego’s
sprawl means some north county folks might prefer a company with “Escondido” in their ad or
search results. We could consider a virtual office or just a landing page geared to North County

to appear local.

In summary, our strategy is multi pronged: dominate online search (paid and organic), nurture
our review profile for LSA, tap into community channels (Nextdoor, referrals), and use targeted
advertising when appropriate (Facebook for awareness, Yelp where beneficial). Also ensure our
website converts well (fast mobile site, click to call buttons, chat feature maybe some
companies use web chat or text line because a lot of younger clients prefer that).

Lastly, keep an eye on media costs trending up CPCs have been rising (~19% increase in
2024 over 2023 for Google ads in home services[106]). So we continuously optimize (negative
keywords, ad scheduling, etc.) to stretch the budget.

(References: Reddit PPC thread on HVAC costs[44 ], RevenueBoomers marketing guide[105],
AgencyAnalytics benchmarks (Accessed 2025), internal marketing cost logs. Accessed 2025 09
03.)

9. Messaging Angle Bank (Hooks, Headlines & Talking
Points)

Crafting compelling messages requires combining customer pain points, desires, and our
unique value. Below is a “bank” of 20 messaging angles each with a catchy hook/headline,
the core promise or concept, supporting proof or mechanism, and a suggested call to action
(CTA). We’ll use these in ads, landing pages, email subject lines, and sales scripts, tailoring as
needed:

1. Hook: “No Surprises HVAC You Approve the Price Before We Start.”
Promise/Angle: Emphasizes transparent pricing and no hidden fees (tackling the #1 fear:
surprise costs).

Proof/Mechanism: “Flat rate pricing, in writing. Our techs show you exactly what’s
wrong and the cost if we proceed without your OK, you don’t pay. Our 5% reviews
often mention ‘honest, upfront service’[39].”

CTA: “Get an upfront quote now schedule a free diagnostic.”

2. Hook: “Fixed Today or You Don’t Pay Guaranteed.”
Promise: Fast same day repair guarantee (leveraging Same Day style USP[33]).
Proof: “If your AC isn’t cooling, we’ll arrive promptly and fix it the same day. If we
can’t restore cooling by tonight, you don’t pay the service fee[33]. That’s our Same Day
Comfort Guarantee.”
CTA: “Call by noon for same day service, don't spend another hot night waiting.”

3. Hook: “Breathe Easier, San Diego Coastal Comfort without the Damp.”
Promise: Solves coastal humidity/IAQ concerns (targeted to beach areas).
Proof: “Specialized dehumidifying heat pump systems and whole home air purifiers. As
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recognized by the American Lung Association[42], we turn ‘houses into healthy homes.’
No more musty smell or sticky nights, just crisp, clean air.”
CTA: “Schedule your Home Air Evaluation (free for coastal SD residents).”

. Hook: “Beat the Heat Wave Inland AC Heroes at Your Service.”

Promise: Speaks to inland homeowners who face brutal heat, highlighting our reliability
in emergencies.

Proof: “Temperatures in East County can soar 20°F higher[15] our team is based
nearby and equipped with extra parts during heat waves. We’ve got a <2 hour response
time for emergency calls i 92DRD]ORDRI)” (Use relevant hot ZIPs)

CTA: “If it’s 90°+ and your AC’s out, call now for priority service.”

. Hook: “No Upsells, Just Solutions We Fix What You Need Fixed.”

Promise: Builds trust that we won’t push unnecessary sales (mirrors Carini’s
tagline[55]).

Proof: “We diagnose the problem and present options if a $200 repair will safely keep
you comfortable, we won’t push a $5,000 replacement. Our customers say it best: ‘no
upsells—just honest service’[55].”

CTA: “Experience no pressure service, book a diagnostic now.”

. Hook: “Your Emergency is Our Emergency 24/7 Live Answer €,

Promise: Reassures that we are always available, tackling the pain of not reaching a
human.

Proof: “Day or night, you’ll reach a live dispatcher not a voicemail. Our on-call
technicians are ready 24/7. Even at 10pm on a Sunday, we’ve rescued families (check our
reviews for late night save stories!).”

CTA: “Save our 24/7 hotline (619 XXX XXXX) or hit ‘Call Now’ for immediate help.”

. Hook: “Old System on Its Last Leg? Replace Now & Save $2000+”

Promise: Targets those with aging HVAC, combining incentive messages.

Proof: “Between manufacturer discounts and the new federal tax credit[6], you can save
$2,000 or more on a high efficiency system. Plus, cut your SDG&E bill by up to 30%
with a 16+ SEER upgrade. We handle all rebate paperwork (federal and state[86]).”
CTA: “Schedule a free quote to see how affordable a new system can be.”

. Hook: “We Service ALL Brands If It Heats or Cools, We Can Fix It.”

Promise: Allays concern that we only handle certain equipment.

Proof: “From decades old wall furnaces to the latest mini splits, our NATE certified techs
are trained on it. Carrier, Lennox, Trane, Mitsubishi you name it. We carry common
parts on our trucks for faster repairs.”

CTA: “Not sure we can fix your model? Try to chat or call with your system now.”

. Hook: “San Diego’s Heat Pump Heroes Stay Cool & Save $$ Year Round.”

Promise: Promotes heat pumps as a smart choice (especially with incentives).

Proof: “Heat pumps both cool and heat efficiently, no gas needed. With SD’s climate, a
heat pump can slash your heating costs and give great AC. And rebates up to $8,000[86]
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make switching a no brainer! Our team has done 100s of heat pump conversions (we’re
on the TECH Clean roster).”
CTA: “Curious about going electric? Get a free heat pump consultation.”

10.Hook: “Tired of Hot/Cold Rooms? We’ve Got the Cure.”

11.

Promise: Addresses uneven cooling/heating (common complaint in older homes or two
stories).

Proof: “We specialize in airflow balancing and zoning. Using dampers or a mini split add
on, we even out your home’s temperature. E.g., a customer in La Mesa had a 10° hotter
upstairs. We installed a ductless unit for the master and solved it overnight[107]. Problem
solved, comfort restored.”

CTA: “Schedule a Comfort Audit we’ll pinpoint why that one room is uncomfortable
(no cost).”

Hook: “Say Goodbye to Freon Hello to Savings.”

Promise: Emphasizes R 22/R 410A phase out issues and upsell to new systems or retrofit
refrigerants.

Proof: “If your AC uses old Freon (R 22) or even R 410A, repairs are getting expensive
or impossible[25]. We offer drop in refrigerant solutions or, better, new units with eco
friendly refrigerants. California is banning high GWP refrigerants from 2025[24] we’ll
ensure your system is future proof.”

CTA: “Unsure what refrigerant you have? Call for a free check to avoid $300 per refill
surprises.”

12. Hook: “We Guarantee 100% Comfort or You Get Your Money Back.”

Promise: Bold risk reversal (few actually offer, but we can if we do, akin to Same Day’s
2 year guarantee[66]).

Proof: “Try our service risk free. If we install a new system and you’re not satisfied with
the performance, we’ll make it right or refund your investment within 2 years[66]. No
one else stands behind their work like us.”

CTA: “Ready for ultimate peace of mind? Request a quote with our Comfort Guarantee.”

13.Hook: “QuietCool Homes Sleep Peacefully with Our Solutions.”

Promise: Addresses noise issues (loud AC or need for whole house fan as alt).

Proof: “We can replace that noisy old unit with a whisper quiet modern system (as low as
55dB you’ll barely hear it). Also, we install Whole House Fans (QuietCool systems)
that cool your home with near silent operation and lower AC usage. Enjoy comfort
without the racket.”

CTA: “Ask about our ‘Quiet Home’ package schedule for a noise free cooling consult.”

14.Hook: “Transparent Techs Watch, Learn, Ask Anything.”

Promise: Emphasizes our technicians’ openness and educational approach, appealing to
those who want to be involved.

Proof: “Our techs don’t hide behind jargon. They’ll show you the failing part, explain
why it’s not working, and even let you see readings on their instruments. Customers often
comment that we ‘explained everything clearly’[41] and they felt empowered. No
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question is too basic. We love educating you on your system.”
CTA: “Meet an HVAC tech who truly cares, book a service and experience the
difference.”

15.Hook: “From 69°F in the Office to 75°F in the Bedroom We Fix Temperature Feuds.”
Promise: A playful take on home temperature battles (common domestic pain point:
different preferences).
Proof: “With zoned HVAC or programmable smart thermostats, you can keep different
areas at different temps to satisfy everyone. No more fights over the thermostat! Our
solution gave one San Diego couple their own ‘climate zones’ and saved 20% on energy
by not overcooling empty rooms[108][109].”
CTA: “End the thermostat tug of war schedule a zoning evaluation.”

16.Hook: “Permits? Paperwork? We Handle It All Hassle Free Installation.”
Promise: Reassure that we take care of bureaucratic stuff (many dread dealing with the
city).
Proof: “We pull the required city/county permits on every install and include Title 24
HERS testing. Our installations pass inspection the first time you won’t have to lift a
finger or deal with inspectors. Plus, proper permitting protects your home’s resale value
(unpermitted HVAC can be a red flag). We give you the final permit sign off copy for
your records.”
CTA: “Upgrade with confidence contact us for a code compliant, worry free install.”

17.Hook: “Se Habla Espafiol Bilingual HVAC Team, At Your Service.”
Promise: Appeals to Spanish speaking or bilingual customers, showing we can
communicate clearly.
Proof: “Our staff includes fluent Spanish speakers across sales, tech, and customer
service. We can explain complex HVAC issues en su idioma para su comodidad. San
Diego es nuestra casa también, y entendemos sus necesidades. jCalidad y honestidad
garantizadas![60]”
CTA: “;Prefiere servicio en espafol? Lldmenos estamos listos para ayudarle.”

18.Hook: “AC Older than Your First iPod? It’s Time... [=]”
Promise: A cheeky way to prompt replacement of aging systems (~15+ years).
Proof: “If your AC is 15, 20, 25 years old (installed when flip phones were a thing), it’s
living on borrowed time and wasting energy. New units are up to 50% more efficient[110]
and come with 10 year warranties. Instead of nursing along a relic with expensive R 22
refrigerant, invest in a new system that pays you back in lower bills and peace of mind.
We have systems from $99/month with financing.”
CTA: “Get a free assessment of your old AC and find out how much you can save with
new tech.”

19.Hook: “Indoor Air Quality So Good, You’ll Forget Allergy Season.”
Promise: Focus on IAQ solutions for those with allergies or concerned about health
(especially after wildfires/pandemic).
Proof: “Our IAQ package (hospital grade HEPA filtration[111] + UV purification)


https://www.andersonplumbingheatingandair.com/air-conditioning/#:~:text=,systems%20that%20require%20expert%20maintenance
https://www.andersonplumbingheatingandair.com/air-conditioning/#:~:text=,energy%20use%20and%20reduce%20comfort
https://www.billhowe.com/#:~:text=,20
https://airmaxx.com/blog/what-is-a-fair-price-for-an-hvac-system/#:~:text=The%20average%20HVAC%20system%20cost,at%20what%20you%20might%20expect
https://cleanair.camfil.us/2023/06/08/air-pollution-and-the-future-the-rising-importance-of-hepa-filtration/#:~:text=HEPA%20filters%20are%20meticulously%20designed,to%20respiratory%20and%20cardiovascular%20diseases

removes 99% of airborne contaminants dust, pollen, pet dander, and even many
viruses| 1 11]. Customers report sleeping better and less dust on furniture. During wildfire
smoke days, our systems kept indoor AQI in the healthy range while others suffered[19].
Breathe easier with our proven solutions (we were recognized at the AL A Lung Force
Gala for commitment to healthy air[42]).”

CTA: “Schedule a free Air Quality test to see what you’re breathing and how we can
improve it.”

20.Hook: “Family Owned & Treats You Like Family Since 19XX.”
Promise: Emphasizes our family business values and experience (adapt year accordingly,
if true, or generational expertise).
Proof: “Three generations of our family have served San Diego and many of our
customers are second generation too! We’ve built our name on integrity and care (BBB
Torch Award winners[58]). When you call us, you’re not just a number, you're a neighbor.
We’ll show up when we say, do the job right, and we’ll even follow up to ensure you’re
happy[43], just like we would for our own relatives.”
CTA: “Join our family of happy customers and contact us for friendly, reliable service.”

Each of these angles can be adjusted to medium (short snappy for an ad vs more explanatory on a
landing page). For instance, angle #1 might be an AdWords headline “No Surprise Pricing
Approve Price Before Work™ and the landing page expands on our upfront quote policy with a
testimonial quote about fair pricing.

We’ve infused objection countering messages (no upsells, permit handles, etc.), emotionally
resonant hooks (thermostat wars, old AC nostalgia), and urgent triggers (heat wave, same day
fix). By having this “angle bank,” our copy stays fresh and targeted. We’ll deploy different hooks
by season and channel: e.g. push #2 and #14 during peak summer emergencies on Google Ads,
use #3 and #19 in spring content marketing, #17 in community outreach to Spanish speaking
areas, etc. Combining these angles with specific proof (data or quotes) as above ensures
credibility (people read a bold claim and then see a cited proof like *[33], which builds trust).

10. Top Objections & Counter Messaging Strategies

Customers consider HVAC services with a mix of hope and skepticism. Here we list the 15 most
common objections we encounter and for each, how we can counter them with evidence
backed messaging or risk reversal tactics. These will be useful in sales conversations, FAQs, and
marketing copy to proactively address concerns:

1. Objection: "It’s too expensive, I have a cheaper quote."
Counter: Emphasize value and all inclusiveness. “We understand the budget is
important. Our quote might be higher, but here’s why: it includes quality components, full
permits, Title 24 testing, and a 2 year money back guarantee[66]. No surprise add ons
later.[34] Many cheap quotes cut corners, for example, skip permits or use undersized
equipment that will cost more in energy and repairs. Also, with our financing and rebates,
the net cost could be closer than you think. We’ve had customers go with the lowest bid
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and regret it when that company vanished or hit them with change orders. With us, the
price we quote is the price you pay[38], and you’re covered long term. 'The bitterness of
poor quality remains long after the sweetness of low price is forgotten' is especially true
in HVAC.” (Use testimonials: e.g., One review: “They weren’t the cheapest, but they
explained everything and the outcome was worth it”’[47].) Risk reversal: Offer to price
match comparable scope or at least review the competitor’s quote to ensure apples to
apples this shows transparency and builds trust that we’re confident in our value.

. Objection: '"You're just going to try to sell me something I don’t need."
(Upsell/Pushy fear)

Counter: Highlight our no pressure, diagnostic first approach. “Our mantra is No
Upsells  Just Solutions[55]. If your system can be safely and economically repaired, we
will absolutely offer that. For instance, 70% of our service calls end in a repair, not a
replacement because it was the right solution. We’ve built our reputation on honesty;
many reviews mention ‘they fixed only what was needed and didn’t push extras’. We even
provide second opinions for free. If another company gives you a big quote, we’ll check
if it’s truly necessary. Ultimately, you decide our job is to give you options and
information in plain language[41].” Proof point: Quote a VoC: “They took my concerns
into account and didn’t just say ‘you need a whole new system’ like others did”|34]. Risk
reversal: “If we recommend something and you’re not sure, we’ll encourage you to take
time or get another opinion, no rush. We want you to be comfortable with any
investment.”

. Objection: '""Can’t you just refill the Freon / do a cheap fix? I’m not ready to buy a
new system."

Counter: Empathize and educate on long term cost. “We absolutely can do a band aid fix
if it makes sense like adding refrigerant or replacing a part and we often do to buy
time. However, refrigerant like R 22 is very expensive now (over $200/1b in some
cases)[25] because it’s phased out. We’ve had customers spend $600 on refrigerant
multiple times, that's money that could go toward a new system with a warranty. If your
system is, say, 15+ years and has a major issue, a new system could cut your energy bills
by 30-50%|110] and there are big rebates (up to $2k- $8k) available[86]. That said, if a
minor repair can reliably keep you going, we’re happy to do it. We did one just last week
on a 20 year old AC to help the customer get one more summer. We lay out the pros/cons:
short term fix vs long term replacement. No pressure, we'll support whichever route you
choose.” Strategy: Show cost of ownership math e.g., “This $1,500 repair with
uncertain outcome versus $5,000 after rebates for new with 10 year warranty ~ which is
actually more economical over 3-5 years?”

. Objection: ""How do I know you’re any good? I’ve had bad experiences / heard
horror stories."

Counter: Leverage social proof and credentials. “We completely understand inviting
someone into your home requires trust. Here’s why you can feel confident: We have over
X hundred 5 star reviews on Google/Yelp with customers specifically praising our
honesty and skill[38][37]. We’re A+ rated with the BBB (and even won their Torch
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Award for ethics[58]). All our technicians are background checked, NATE certified, and
receive ongoing training. We also pull permits for all installs meaning our work gets a
third party inspection by the city, and we consistently pass on first inspection. Many of
your neighbors have used us. If you'd like a reference, we can provide one. We know
there are companies that give the industry a bad name; our mission is to wow you so
you’ll say in your review that we ‘restored your faith’ in contractors.” Specific proof:
mention any recognizable clients or local business we service (“We take care of HVAC
for the local library/ school, etc.”) and highlight longevity if applicable (“Serving SD for
20+ years”).

. Objection: '""What if something goes wrong after? Will you come back?'' (Concern
about warranty/honoring service)

Counter: Stress strong warranties and after care. “We stand by our work. All repairs
come with a 1 year part AND labor warranty (double the industry standard 6 months).
And our new installations have up to 10 year manufacturer warranty plus our 2 year
100% Satisfaction Guarantee[66] if anything isn’t right, we will fix it or even refund as
needed. We have maintenance plans to keep everything tuned and we remind you of filter
changes etc., so we don’t disappear after the job. Check our reviews and customers
frequently note that we followed up to ensure all was well[43]. For instance, John D. said
our team came back the next day to tweak his airflow until it was perfect, at no charge.
We’re in this for the long haul. Many of our clients have been with us for a decade or
more, because we take care of them.” Add: “Plus, being local and family run, our name is
on the line. We treat customers like family and that means always being there when you
need us.”

. Objection: ""I’ll need to talk to my spouse / I’m getting other quotes.' (Delay
decision)

Counter: Facilitate their research, position our quote’s completeness. “Of course, making
an informed decision is wise. We often encourage folks to get a second quote if they
haven’t we’re confident in our value. Just be sure when comparing that all quotes
include the same scope: for example, some omit electrical upgrades or use smaller
condensers that won’t cool as well (we’ve seen quotes that were $1k less but left out
important things, costing the homeowner more later). We’ve prepared a checklist of
questions to ask any HVAC contractor. Would you like a copy? (e.g. about permits,
warranties, references). Discuss with your spouse. We're happy to hop on a call with both
of you to answer questions. And if another company offers a genuinely equal proposal for
less, let us know we can often price match or at least explain the difference. We want
you to be comfortable not just temperature wise, but with your decision.” Psychology:
The goal is to remain a helpful consultant, not pushy which often impresses the spouse
when relayed. Also mention scheduling: “Our estimate is valid for 30 days, and if you
decide, we can still get you on the calendar before the heatwave season hits.”

. Objection: "I need time to save up / can't afford this right now."
Counter: Introduce financing and phased solutions. “We understand a new system or
major repair can be a big expense. The good news: we offer flexible financing, including
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0% interest plans for up to 18 months (on approved credit) and other low monthly
payment options. For example, many customers go with a plan that ends up
~$100/month, which is often offset by the energy savings of a new system. Also, there are
rebate programs that can significantly reduce the cost e.g., if you go with a heat pump,
you might get a $4,000 rebate[86] if you qualify, which we’ll help secure. If financing
isn’t an option, we can discuss interim measures to keep you comfortable until you’re
ready (like maybe doing a smaller repair now and scheduling the replacement in a few
months). We’ll work with you.” Risk reversal: Sometimes mention “credit not ideal? We
have some programs or can split the project into stages (e.g., do AC now, furnace later).”
The idea is to remove affordability as a barrier by offering solutions.

. Objection: '""How long will it take? I can’t have a crew here for days." (Concern
about project duration/disruption)

Counter: Set expectations and highlight efficiency. “Most standard installations (e.g.
replacing an AC and furnace) are completed in one day. We arrive in the morning and
you have cold air by evening. For larger or complex jobs (say adding ducts or a multi
zone system), it could be two days. We pride ourselves on efficient work: our team of 4
can often do in 6-8 hours what might take others 2 days, because we coordinate like a
well oiled machine. We also minimize disruption: we lay down drop cloths, and at the
end of each day, we leave your home clean and functional. If it’s a multi day project, we
make sure you have at least temporary cooling/heating if needed (e.g., we won’t leave
you without AC on a hot night). We’ll give you a schedule upfront. Many customers were
surprised how fast we were.  ‘They finished the whole job by late afternoon!’ is a
common refrain. So in short, we won’t camp out at your house longer than necessary.”
Add reassurance: “And yes, we handle hauling away the old equipment and debris the
same day you won’t have to deal with any mess or scrap.”

. Objection: '""Do I really need a permit? Other guys said they could do it cheaper
without one."

Counter: Underscore safety, legality, and future costs. “It’s tempting to skip the permit
to save a few bucks, but that’s not something we do. It's actually illegal to replace HVAC
without a permit in CA and for good reason. Permits ensure the installation is safe
(correct electrical, venting, etc.). If it’s not permitted, you might have issues when selling
your home or if an insurance claim ever arises. We’ve encountered homeowners who had
unpermitted installs that failed inspection later and had to pay twice, once for the cheap
job, then again to fix it. We include the permit and Title 24 testing in our price. Did the
other guys include things like a duct test or proper refrigerant charging verification?
Likely not. We prefer to do it right the first time. The city permit fee here is only around
$200- $300[70][74] not worth the risk to skip. Plus, pulling a permit extends your
protection: a third party inspector comes to ensure everything’s up to code. Wouldn’t you
want that peace of mind? We have nothing to hide, and we handle all the paperwork so
it’s hassle free for you.” If needed: “We’re aware some cut rate folks do it under the
table. We just ask, if someone is willing to cut that corner, where else are they cutting
corners? We’ve seen it all, from undersized wiring to improper refrigerant charges that
shorten equipment life. Permitted = done right.”
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10.Objection: ""Will I need to upgrade my electrical panel? That sounds like a lot more

11.

money/complexity."

Counter: Clarify and potentially soften the blow with rebates. “Whether a panel upgrade
is needed depends on your home’s current electrical capacity and what we’re installing. If
you have a 100 Amp service and are adding a big 5 ton heat pump, an upgrade to 200
Amp might be required by code. We’ll check that during our evaluation. If it is needed,
we handle it seamlessly with our licensed electricians. Yes, it’s an extra cost (typically
$2,000 $3,000 range locally), BUT here’s good news: there’s a $600 federal tax credit
specifically for panel upgrades tied to efficiency improvements[112], and in California,
the new HEEHRA rebate can cover up to $4,000 for electrical upgrades for eligible
households[91]. We’ll help you get those incentives if applicable. Also consider,
upgrading your panel not only allows the new HVAC, but also adds capacity for future
needs (EV charging, solar, etc.). If your panel is fine (many homes 2000s onward are
already sufficient), we won’t touch it. We won’t know for sure until we assess, but we’ll
be upfront. And if it’s needed, we’ll make it as cost effective as possible by bundling it in
and pursuing those rebates.” Assure: “We coordinate all this so it doesn’t delay the
project often the same day as install or a day before, our electrician sets it up, so you
won’t be without power except for maybe an hour during the switchover.”

Objection: '"'I’'m worried about making the wrong choice of equipment brand or
type."

Counter: Act as a trusted advisor, demystify brands. “The good news is that most major
brands (Carrier, Trane, Lennox, Goodman, etc.) have similar top notch technology. What
really matters is the quality of installation[113]. We are certified dealers for [Brand X and
Y], but we’ve worked on all brands. We’ll recommend a system that fits your specific
needs beitbrand A or brand B and explain why. If you have a preference (maybe
you’ve read about Carrier’s two stage compressor or Daikin’s warranty), let’s discuss it.
We won’t force one brand on you. Often, brand differences come down to warranty terms
and minor efficiency gains. We focus on the system design: proper sizing (no more
hot/cold spots|[114]), reliable components, and our installation warranty covers you
regardless of brand. We like [Brand X] because their local distributor is excellent with
parts availability, meaning if something ever fails, we can get parts quickly. Ultimately,
our reputation rides on the system working flawlessly, so we pick brands we trust. But
rest assured, you’re not locked in, we can price out a couple of options if that helps you
feel confident.” If type concern (heat pump vs AC): “We’ll give you pros/cons. If you
try a heat pump and don’t like it, note that we have that satisfaction guarantee to swap
back (though we’ve never had to). We make sure you’re getting the right solution, not just
the trend.”

12.Objection: '""What if I invest in HVAC and then there’s some new regulation or my

system becomes obsolete?"'

Counter: Emphasize our foresight and policy knowledge. “You’re wise to consider future
proofing. We stay actively on top of all industry regulations (we actually often advise
customers about upcoming changes). For example, we’re installing only systems with the
new eco-friendly refrigerant ahead of the 2025 mandate[24], so you’re set for decades.
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We also know gas furnaces will be phased out by 2030 in CA if you’re getting a new
furnace now, we’ll ensure it’s compliant with low NOx requirements. And if you go to the
heat pump, you’re ahead of the curve aligned with California’s climate goals (plus heavily
incentivized now[89]). Essentially, any system we recommend is something we expect
you’ll be able to use and service for 15-20 years. We also won’t oversell super new tech
unless it’s proven we balance innovation with reliability. If the government or utility
programs change, we’re here to update components (like in 10 years perhaps new smart
inverters or better filters might come so your system will be compatible). So, we mitigate
obsolescence by choosing systems with good support and by offering upgrade paths. And
remember, our maintenance plan members get priority on any code related upgrades
down the line.” In short: We present ourselves as policy experts who “future proof” the
install. This builds trust that we’re not just thinking of short term sales.

13. Objection: "I had a bad experience with [previous HVAC co] they left a mess /
didn’t fix the issue / were rude."
Counter: Apologize on behalf of industry and highlight our professionalism. “I’m really
sorry you went through that. Unfortunately, we hear these stories often and it frustrates us
too, because you deserve better. Here’s how we operate differently: Our team treats your
home like our own drop cloths, shoe covers, thorough cleanup, as if we were never
there except you now have working AC. If we fix something, we verify it actually solves
the problem (we don’t just swap a part and vanish, we test the system fully and show you
the improvement). And courtesy is huge for us. You'll find our techs polite, informative,
and patient in answering questions. We routinely get feedback about our guys being ‘very
professional and respectful ’[40]. For example, a recent customer noted our crew worked
around her kids’ nap schedule to avoid noise[115] that’s the level of consideration we
bring. We know we have to earn your trust after what happened before. All we ask is the
opportunity to show you the experience should be painless. We’ll even follow up with
you after service to ensure you’re completely satisfied (and we mean it if anything is
amiss, we’ll make it right at no extra charge).” This approach not only addresses the
objection but also positions us as the antidote to their past pain.

14.Objection: '""Why can’t I just buy the unit online and have a handyman install it? It
looks cheaper."
Counter: Caution with facts and our value add. “While that seems like a way to save,
HVAC is not like plugging in an appliance; proper installation is critical to performance
and longevity[113]. Manufacturer warranties are only valid if installed by a licensed
contractor. If a handyman installs it and something goes wrong, you have no warranty
and likely no recourse. Also, critical steps like proper refrigerant charge (requires EPA
certified equipment)[116], brazing lines, evacuating moisture, and electrical connections
must be done to code. A study by ENERGY STAR found a huge percentage of DIY or
poorly installed systems have efficiency losses up to 30% from errors. We often get called
to fix installations done by someone else, and it ends up costing the homeowner more.
When we handle it, you get full warranty, permitted work, and our guarantee on
functionality. The equipment itself is only one part; the design (sizing ducts, return air,
etc.) and setup are equally important. We also register your warranty with the
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manufacturer and provide a labor warranty, which you don’t get with a cash and carry
unit. So yes, you might save a bit upfront by DIY, but the risks (and potential energy cost
hit or repair later) outweigh it. We can work with you on price to make a professional
install affordable, ultimately protecting your investment.” Additionally: mention safety
“HVAC involves high voltage and refrigerant under pressure not worth the safety risk if
not trained.”

15. Objection: "I don’t want strangers in my home for long / I have pets / I’m worried
about COVID, etc."
Counter: Address with professionalism and accommodating concerns. “We completely
respect your home and any concerns. Our technicians are all background checked and
vetted. We often get feedback that they feel like a friend or family by the time the job’s
done. We can accommodate your needs: if you have pets, we’ll be careful to keep
gates/doors closed (we love pets, we can also text you when we’re about to turn on any
loud equipment so you can secure them if needed). For health/COVID concerns: our team
can wear masks on request, and we have vaccinated technicians if that’s a preference
just let us know. We also offer a contact minimal service: you can pay online, etc., if you
prefer distance. And we work efficiently to minimize time in your home. Many routine
services were in and out in under an hour. For longer installs, we can confine our activity
to certain areas and take breaks if you need quiet at certain times (like if you work from
home on calls). In short, we treat you and your home with utmost respect. Our tagline
‘White Glove Service’ isn’t just words[117]. You’ll find our guys friendly, but also
mindful of giving you space. If there are any special instructions like “don’t let kitty
out” or “sanitize hands frequently” we will absolutely follow them. Communication is
key, and we’re happy to accommodate.”

By preparing these counters, our team can respond confidently, turning objections into trust
building moments. The key themes: empathy, evidence, reassurance, and offering solutions
(like financing, guarantees, references). Often acknowledging the validity of a concern and then
addressing it with how we do things differently or provide extra value will win the customer’s
confidence. We should also incorporate these into FAQs on the website (with citations like we
did above, to add credibility).

11. Opportunities & Gaps in the Market (Where We Can
Stand Out)

Through the competitor and VoC analysis, we’ve identified several gaps and underserved areas in
the local HVAC market. By targeting these 5 key opportunities, we can differentiate ourselves
and attract customers who aren’t getting their needs fully met elsewhere:

Opportunity 1: Heat Pump & Electrification Expertise* Gap: Many legacy HVAC companies
are slow or lukewarm in promoting heat pumps and navigating new electrification incentives.
Some don’t communicate the nuances of heat pump vs furnace or are not actively helping
customers tap into rebates (except a few like Carini). Tactic:* Position ourselves as “San
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Diego’s Heat Pump Specialists & Rebate Maximizers.” We can create dedicated content and
campaigns around heat pumps explaining benefits in SD climate (bill savings, dual
heating cooling, climate friendly) and importantly, that we handle the rebate maze (TECH
incentives, federal credits, HEEHRA) for them[43]. For example, launch a ‘“Heat Pump
Now, Save Big” landing page listing all current programs with our guidance. Train our
sales team to actively evaluate if a customer can benefit from switching to a heat pump.

Impact: This attracts eco conscious customers and those aware of rising gas costs or wanting
future proof. Also, it secures high value install jobs that come with rebate checks (good for our
cash flow as many rebates pay contractors directly). Metric: Aim to increase heat pump

installations from X to Y per month (say from 2 to 5) and capture $x in rebates for clients (which
we can market as a value we delivered). Right now, few competitors besides maybe one or two
(Guthrie, Carini) emphasize that we can become the go to brand for electrification in SD,
which is rising in demand due to policy[95].

Opportunity 2: Superior Communication & Follow Up* Gap: A recurrent complaint in
reviews is poor communication: not answering calls promptly, not following up, leaving
customers hanging (e.g., LSA leads complaining no calls). Also, competitors like Anderson,
ASI get generally good marks, but even they may slip during peak season in keeping clients
updated. Tactic:* We institute a “Gold Standard Communication Protocol.” This includes: 1)
24/7 live answer (we already plan that), 2) tech en route text notifications with photo (Uber
style), 3) post service follow up call or text the next day to ensure all is well. Many smaller
guys don't follow up. It will surprise and delight customers (as Carini did[43]).
Additionally, proactively updating if a tech is running late (customers often mention
waiting with no update we won’t let that happen). We can even have an online portal for

customers to see the status of their install (like permitting passed, etc.). Impact: This level of

communication can turn skeptical new customers into raving fans because it addresses an
emotional need for reassurance. It’s relatively low cost (some automated texts, training staff to

communicate frequently). Metric: higher customer satisfaction scores, maybe measured by
follow up survey or increased referral rate. If we implement, we might see review mentions of
“kept me informed every step” go up. This exploits a service gap many HVAC firms are good
at technical but not as good at customer comms; we excel at both.

Opportunity 3: Bilingual & Cultural Outreach* Gap: San Diego County has a large Spanish
speaking population (over 20% speak Spanish at home). Yet, only a few competitors explicitly
offer Spanish language service (Bill Howe has Spanish pages[60], some smaller ones might in
person but they don’t advertise). Tactic:* Develop a robust Spanish language marketing
presence in the Spanish website section, ads in Spanish (e.g., on local Hispanic radio or
Facebook targeting Spanish speakers), and ensure we have bilingual techs in each team.
Possibly create content addressing common HVAC questions in Spanish. Also engage with
community events (e.g., sponsor a booth at a Latino street fair) to build trust in those

communities. Impact: We become the top of mind HVAC provider for Spanish preferring

customers, a segment that may currently rely on word of mouth due to language barrier or gets
less attention from bigger companies. We could capture a market share that others are missing.

Metric: track number of Spanish inquiries or jobs aim to double it within a year. This gap is
glaring if you search “Servicios de HVAC en San Diego,” few quality results pop up. Being truly
bilingual is a strong differentiator (our competitor table noted few emphasize it).
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Opportunity 4: Faster Turnaround on Quotes & Service (Speed Gap)* Gap: Some big
players, because of volume, schedule installs a week or more out in the busy season. Also,
getting a quote from some companies can take days (they send a salesperson, then deliver a
quote the next day or two). Tactic:* Implement “Rapid Response Quote & Install.” For
example, offer same day or next day quotes (we come out and give you a written proposal on
the spot our techs can be trained or have a comfort advisor ready to dispatch quickly).
And maintain capacity for next day installation on common system sizes during summer
possibly by pre-staging equipment or having an installed crew on standby for emergencies.
We can advertise ‘““Call us by noon for a quote today, cool by tomorrow!” This requires
good logistics but is doable if we stock popular units (3 4 ton 14 16 SEER units that fit most
homes) and have flexible crew scheduling (maybe overtime pay, but we charge a premium

for rush install to cover). Impact: Win customers who are desperate or simply impressed by our
agility. Many people with dead AC will go with whoever can do it fastest, even if it is a bit more
expensive. If we fill this gap, we both serve customers better and grab revenue that slower

competitors lose. Metric: track how many installs we do within 24 48 hours of initial call, try to
maintain that for at least X per week in peak season. Also measures lead to sales cycle time
reductions.

Opportunity 5: Educational Content & Transparency (Building Trust Online)* Gap: Most
local HVAC sites have generic info; few provide detailed educational content (except maybe
some blog posts by AirMaxx or Guthrie). Customers often have FAQs about new regs,
maintenance tips, etc. Tactic:* Position our site and social media as the HVAC Knowledge
Hub for San Diego. Publish clear guides (with citations like we did here) on things like ‘“San
Diego AC Replacement Cost Guide[76]”, “Title 24 and You Why Permits Matter”,
“Coastal Climate HVAC Tips”, etc. Also use video e.g., short explainer videos by our
owner or lead tech answering common questions. Additionally, share local case
studies/testimonials in detail (“‘We helped a Chula Vista family cut bills 30% by upgrading
insulation and AC here’s how”’). Competitors rarely show the proof behind their claims.
We can cite actual before/after data or customer quotes liberally (like our evidence log) it

makes us look credible and consultative. Impact: Builds enormous trust even before they call.

If a customer reads our content and sees we cite e.g. BLS data on costs[6] or American Lung
Association on air quality[111], they’ll perceive us as honest experts, not just salespeople. Also,
good content improves SEO (we might outrank others for queries like “SDG&E rate heat pump

payoff”). Metric: increased web traffic (especially to blog/FAQ pages), higher conversion rate of
website visitors to leads (they feel informed and reach out). Also possibly reduce sales cycle
because educated leads ask fewer distrustful questions; they already saw our transparent
approach.

Each gap aligns with one of our core values or capabilities we can enhance: technical leadership
(heat pumps), service quality (communication, speed), inclusivity (bilingual), and transparency
(education). By executing on these, we differentiate in meaningful ways, not just gimmicks. In
terms of expected impact: capturing heat pump market early can bring significant revenue as gas
phase out continues; bilingual reach can tap into a perhaps under served segment leading to
steady business; improved communication and speed raise satisfaction and referrals, fueling
organic growth (the cheapest leads).
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We should prioritize them somewhat: Heat Pump Expertise (#1) is time sensitive due to current
rebates done ASAP. Communication (#2) and Speed (#4) are more operational but can be
rolled out fairly quickly (training and scheduling tweaks) and yield immediate competitive edge
in reviews. Bilingual (#3) might require hiring or marketing adjustments, but in SD it’s big.
Content (#5) is ongoing but even launching a few signature pieces soon sets us apart.

By addressing these, our marketing and operations will plug holes that others leave open, turning
their weaknesses into our strengths. For instance, when a competitor frustrates someone with
poor follow up (#2) or long lead time (#4), that customer will see our promise of opposite service
and switch. Or a competitor might ignore the Spanish speaking homeowner who then finds our
Spanish ad (#3). Essentially, we leverage our agility and customer centric culture to do what
bigger or complacent companies won’t. This approach should boost our local market share and
brand reputation substantially over the next 1-2 years.
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