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LEADERSHIP IN PRACTICE

ARE YOU
A LEADER?
• Beyond carrying the keys to the business,
are you leading your heating and air
conditioning team to new heights of
excellence?

— involves taking steps that are your
responsibilities, and yours alone.
The following articles are provided by three
of the best consultants in the business: Vicki

• Are you handling conflicts effectively?

LaPlant, Mike Moore, and Tom Piscitelli.

• Are you inspiring your team to beat last

Combined, they have more than 100 years

month’s numbers, and are they responding?
• Are you building new leaders from within
your field and office support teams?
Bottom line: every team needs a leader.
Leadership — even at its most basic level

of experience in the HVAC industry, from
manufacturing to sales and marketing.
Read on, and do all you can to apply these
thought leaders ideas to your own leadership
development.
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Make 2017 Your Year
for Leadership
by Vicki LaPlant

L

eadership is not a box on an org chart

He had heard other contractors talk about

with your name by it. Your title of owner,

hanging logo imprinted reusable grocery

general manager or manager certainly

bags on the doors of neighbors near where a

gives you the authority to lead your employees.

service call or installation had been completed.

But authority alone is not leadership.

Great marketing idea, but his leadership points

Recently, a baby boomer owner of an HVAC
company made a statement that the people in
his office could not think for themselves. He

diminished greatly in his execution of getting
the marketing idea implemented.
I mentioned that he was a baby boomer

went on to explain that he had asked one of

because this oftentimes is a characteristic of the

his office staff to order some grocery bags for

leadership style of this generation. Baby boomer

marketing.

entrepreneurs often tell an employee what to do

Now, from a marketing leadership
perspective, he was thinking outside the box.

without any additional information or guidance
and expect that this employee will read his or
ContractingBusiness.com | 4
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her mind and immediately share the same exact

project provide increased sales that will help

picture of what should be done, what its purpose

the employee get a raise? Will selling this

is, what it should look like, what the budget is

maintenance agreement earn the employee

and when the project is to be completed. After

a spiff or time off? And before you say, “The

all, the owner’s or general manager’s name in

employee should know that!”, the answer is

the leadership box on the org chart guarantees

possibly but not necessarily probably.

this authority.

Great leaders never

And when the employee
fails to produce the end
result that the general
manager pictured,
obviously it is the
employee’s fault. The new
generation of employees
may be challenging, but this

make assumptions about

A great leader understands

employees’ understanding
of the personal benefits of

that when asking employees certain actions. As a leader,
to make a change ... you
must explain how the
employee will benefit.

your name is at the top of
the org chart meaning you
have a much higher perch
and bigger picture of the

generation will also make

organization and what can

you a better leader. First,

be accomplished. Champion

younger employees want

your vision and continually

to know “Why?” What is the purpose of this

share how small actions can create huge

project or task? What results do you want?

personal benefits for the individual employee

These are questions great leaders always

as well as company benefits.

provide answers to even before being asked.
Next, practice “WIIFM.” Most of you are

At a recent conference, a woman named
Karen William, who is an expert in the

probably familiar with this term: “What’s In It

development of the brain, made some

For Me.” A great leader understands that when

fascinating comments that apply directly

asking employees to make a change, complete

to enhancing your commitment to great

a project, sell accessories, sell maintenance

leadership. She stated that most managers

agreements, use installation checklists (and

are good at telling employees what not to do

the list goes on), you must explain how the

and rather poor at telling employees what to

employee will benefit. Will completing this

do. Catching employees doing the wrong thing
ContractingBusiness.com | 5
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is easy. Telling an employee that is not how a

juice and fruit in the morning for all employees.

procedure should be completed is easy.

A great leader creates an environment

However, telling an employee how something
should be done requires more thought
and planning. When was the last time, you
demonstrated how a technician should

where employees can perform at the highest
standards even when it means feeding them.
Let’s go back to that owner who ineffectively
told his employee to order grocery bags. What

talk to a customer about

if he had told her, “We need

maintenance agreements?

to order some reusable

When was the last time
you discussed with a CSR

A great leader creates

how to deal with an irate

an environment where

customer? Complaining

employees can perform at

about employees and their
lack of thinking skills or
work ethic is much easier,

the highest standards even

grocery bags to use in our
marketing. You design it
and include our logo and
brand statement on the
bag. Decide what trinkets to
include such as refrigerator

when it means feeding them. magnets, jar openers…

but not very productive.

The purpose will be to get

Ms. Williams also talked

the guys to put on houses

about the fact that a

around where they complete

human’s second brain is in the stomach. 80

service calls and installations. Let me know

to 85% of a body’s serotonin is produced in

how many bags $500 will buy by Thursday. Who

the stomach. Serotonin is a chemical that is

knows this might get us all a raise!”

responsible for mood balance and maintaining

And don’t forget to provide this direction to

a positive attitude. So what are the implications

your employee after offering her an apple and

of this piece of information. Don’t expect your

a breakfast bar!

employees to hear anything you are saying or

Vicki LaPlant is a consultant for Service
Roundtable. She can be reached at
Vicki.Laplant@servicetroundtable.com

to learn anything new if they are hungry. After
hearing Ms. Williams a number of contractors
have committed to providing breakfast bars,
Vicki LaPlant

To view this article online, click here.
Back to the Table of Contents
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A Leadership
Self-Evaluation
by Mike Moore

I

t is important from time to time to execute

2. Participating in a 360 review. The

a self-evaluation to determine how you

utilization of a 360 review gives you a well-

are performing as a leader. This self-

rounded view of your image. In a 360 review,

examination is important in analyzing your

you have a self-evaluation, an evaluation

ability to be innovative, adapt to change, and

from your managers, and one from your

lead in an ever-changing world.

employees. This allows you to see perceived

An honest, critical self-evaluation consists
of the following:
1. Examining and determining your vision

similarities and differences.
3. Enlisting the trust of a valued mentor.
Every coach needs a good coach. The ability

and purpose. It is important for employees to

to find and have a good mentor allows you to

have a good understanding of their leaders.

have someone to bounce ideas off of. This is a

Make sure you have a clear vision and

person that will always tell you the truth and

purpose and your employees will reflect that.

be there to guide you through your troubled
ContractingBusiness.com | 7
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times and your successes.

of your industry to find those individuals

4. Establishing an open-door policy with
the team. Ensuring your company has a true
open-door policy is important to establishing

who are the best at what they do. This will
continue to make you better.
The objective with these five points of

trust. People on the team should always be

evaluation is to constantly improve. Engaging

encouraged to come to you with news, both

in this practice will allow you to see your

good and bad.

strengths, weaknesses,

5. Benchmarking your
performance against
other leaders. Be sure to
compare your performance
to other leaders. Look
within as well as outside

and opportunities to grow

Engaging in this practice
will allow you to see your

in your leadership roles
and be a successful and
trustworthy manager.

strengths, weaknesses, and
opportunities to grow in
your leadership roles.

Mike Moore is HVAC training director at
Lennox HVAC Learning Solutions. Find HVAC
Learning Solutions at www.lennoxpros.com/
hvac-training.
Mike Moore

To view this article online, click here.
Back to the Table of Contents
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Linking Leadership
to Selling
Leadership is an outcome. It’s not something you do as much as it is what
is actually happening. Leadership is occurring when people are following.
by Tom Piscitelli and John Sedgwick

I

f salespeople are managers, and good

large company. In that position, John was

managers are good leaders, then it follows

responsible for managing and developing

that good salespeople are also good leaders.

other folks who were themselves managers,

What the very best salespeople are doing is, in

so he developed the model to help him do

fact, leading others toward decisions.

that more effectively. He has kindly shared

The more time I have spent teaching and

that model with my company. It is the TRUST

thinking about selling, the more I have

Management and Leadership Model, and

come to see the linkage between selling and

Selling with TRUST is a registered name for my

leadership. A few years ago, my business

approach to selling.

associate, John Sedgwick, shared with me

Since salespeople are, in fact, managers,

a model for analyzing management and

when we use the term “management model,”

leadership that he had developed during

we want it to be clear that this is also a “sales

his career as a marketing director for a

model” and you should read it that way. Also,
HVACR Distribution Business | 9
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managers and salespeople
are not just managers, but
leaders. The best salespeople
“lead” customers to actions
and conclusions.
The model is going to
support the conclusion that
leadership is an outcome
of specific traits, skills and
abilities, and developing
these traits, skills and abilities
can develop leadership ability.

The Model
The purpose of any model is
to help us analyze a complex
behavior – like management
– by breaking it down into the
components that make up the
overall behavior. If someone

up a large behavior. As each individual skill

told you to “improve your management skills,”

improves, the overall performance improves.

you wouldn’t have any idea what action to
take; the guidance is too general. You would
need something much more specific. Actually,

Traits
An awareness of your personal traits and

to change your results significantly, you’d

your personal style, which is a result of your

ultimately need to identify an individual

traits, can help anyone who must interact with

skill or behavior that you could consciously

others. In our seminars for salespeople, we

practice. We change large behaviors by

use a personal styles evaluation tool to help

identifying and practicing the individual

each salesperson identify his or her own style,

component behaviors that together make

and to understand how our style affects our
HVACR Distribution Business | 10
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relationships with others. Are there necessary

This includes writing, speaking, questioning,

traits to become an effective business-to-

listening, explaining, etc. It also includes skills

business salesperson? The answer is “Yes,” and

such as non-verbal communications, personal

in my experience, there are four: honesty or

image creation and projection, negotiation,

integrity, drive, empathy and determination.

message formulation and delivery. When we
speak, we are communicating. When we are

Knowledge, Skills

not speaking, we are still

Knowledge and skills
specific to your job as a
business-to-business sales-

communicating. In fact, it’s

The model is going to

person include all the things

support the conclusion

that people in your industry

that leadership is an

either know, or can do.
The most fundamental

outcome of specific traits,

just as possible to deliver
a powerful message by
refusing to speak as it is by
choosing to deliver a long
speech.

selling skills are actually

skills and abilities, and

Management Skills

communications skills:

developing these traits,

The third box in this

•

Asking questions (and
listening to answers),
so we understand the

skills and abilities can
develop leadership ability.

•
•

management skills,
contains the traditional
skills we associate with

customer’s needs
•

row of the model, labeled

Converting information

managing, including

about products into

managing a sales territory.

benefits that are important to customers

The model further separates these into

Reacting to and responding to a

three areas: administrative, managerial, and

customer’s concerns or objections

visionary skills and abilities.

Moving a selling conversation to a close

•

as budgeting, record keeping, reporting,

When we say communications, we don’t just

organizing, etc.

mean the ability to write and speak clearly.
We are using communications to encompass
all the elements of interpersonal behavior.

Administration would include things such

•

Managerial would include the basic
management skills of strategic planning,
HVACR Distribution Business | 11

LEADERSHIP IN PRACTICE

•

BY TOM PISCITELLI AND JOHN SEDGWICK

operational planning, problem solving

and skill can eventually lead to a level we

and decision-making.

could call mastery. You could certainly

Visionary refers to the ability of a

become a genuine expert in this field,

manager to create a vision for his/her

mastering all the knowledge available

business that goes beyond goal setting.

and all the relevant skills of job design,

The model identifies two broad managerial

equipment sizing, installation, pricing, etc.

skills – planning and problem

• Management Outcome =

solving/decision making.

Efficiency: At the far right of

Planning includes the
salesperson’s ability to set

When we speak, we are

goals and objectives, to

communicating. When we

identify and select optimal

are not speaking, we are

strategies to attain those
goals, to develop and

still communicating.

implement specific plans,

the model, the outcome of
strong managerial skills is
efficiency and effectiveness.
Good administrative,
problem-solving and
decision- making skills
allow us to avoid errors and

to evaluate progress toward

wasted time, solve problems

goals, and to use that

effectively so that the same

information to realign strategies and plans as

problem doesn’t need to be resolved over

needed.

again, and make correct decisions to save

Problem solving/decision making includes
the salesperson’s ability to apply a logical

time and pursue highest return activities.
•

Communications Outcome = Leadership:

problem-solving and decision-making process

Here’s where the model might take

– as opposed to the most common method,

a surprising turn. We started out by

which can be described as “seat of pants.”

saying that salespeople are managers.

These are important skills for business-to-

So, a model to analyze management

business salespeople to have.

effectiveness is the same model to
analyze selling effectiveness.

Outcomes
•

Great managers are, in fact, great leaders.

Knowledge Outcome = Mastery: Building

The thing that makes them great is that people

up more and more business knowledge

follow them.
HVACR Distribution Business | 12
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If salespeople are managers, and good

ability to lead others to think and act in certain

managers are good leaders, then it follows

ways. That ability to lead is a direct outcome

that good salespeople are also good leaders.

of our skills as communicators, in the broadest

What the very best salespeople are doing

sense of the word.

is, in fact, leading others

To excel at business

toward decisions. Effective
salespeople lead the
customer toward a solution
that satisfies the customer’s
needs.
Salespeople
are professional
communicators. If they
communicate effectively,

proposition selling, you
need to have the view that

If salespeople are
managers, and good
managers are good
leaders, then it follows
that good salespeople are
also good leaders.

you are the manager of
your own business. You
need to believe that you
are knowledgeable enough
about your business to bring
value to your customers.
And you need to be able to

they will cause customers to

organize and present your

perceive that they can help

capabilities in a way that will

them. If they communicate

lead the customer to work

ineffectively, customers will base their buying

with you. In other words, it requires that you

decision on something other than their

work toward becoming a complete manager.

desire to work with and follow a particular

This article is an excerpt from the

salesperson.

book, Proposition Selling: How to
Create Extraordinary Success in

The better communicator you are, the better

Business-to- Business Sales, by Tom

leader you will be, and the better salesperson
you will be.

Complete Model
Our traits as individuals, combined with our
knowledge and our skills, allow us to achieve
certain outcomes. As salespeople, the most
critical of those outcomes is leadership – our

Piscitelli and John Sedgwick. www.
Tom Piscitelli

John Sedgwick

propositionselling.com.

Tom Piscitelli is the founder and principal of T.R.U.S.T. Training
and Coaching, www.sellingtrust.com. For nearly 40 years, he has
worked with contractors, distributors and manufacturers with a
focus on increasing sales via effective customer relationships.
Contact Tom at tom@sellingtrust.com.

To view this article online, click here.
Back to the Table of Contents
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