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Preface: Why I Wrote This Book
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You already paid for the lead. You already got in the door. The homeowner already raised their hand. Then the deal died at the table. That is the most expensive hour in home improvement: the hour when a real opportunity turns into “we’ll think about it” because the rep skipped the process, rushed the price, or never clearly asked for the business.

I am not a celebrity sales trainer. I am a contractor. I have spent 20+ years crawling attics, measuring rooms, writing proposals, fixing mistakes, and sitting across from homeowners who needed a professional they could trust.

I wrote this book because good contractors are losing money on leads they already paid for. The marketing works. The product is solid. The install crews are capable. But the hour between the doorbell and the signature is too often left to personality, memory, and hope.

One and Done gives you the field system. RepVise gives you the intelligence layer that proves whether that system was actually run. Together, they turn each in-home appointment into measurable coaching data: what was asked, what was missed, what the homeowner said, where the sale stalled, and where revenue leaked.

My military background shaped the standard: prepare thoroughly, execute with discipline, debrief honestly, and get better every time. That is how you win in the field, and it is how you win at the kitchen table.

Let’s get to work.

— Christopher L. Penn, Founder, RepVise

ChristopherLPenn.com  ·  repvise.com
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How to Use This Book
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I wrote this book to be read once cover to cover and then kept in the truck. Not on a shelf. In the truck. Behind the visor, in the center console, inside the kit bag you take to every appointment. It is built so you can open it to a single step the night before a tough call and refresh exactly what to do, what to say, and what to listen for.

This is not a motivational book. I am not going to tell you to believe in yourself and the universe will provide. The universe does not care about your close rate. Your process does. Your preparation does. Your willingness to actually ask a homeowner for their business — clearly, honestly, and more than once — does.

I have spent 20+ years in the home improvement market. I have swung the hammer, crawled the attics, bid the jobs, sat at the kitchen table across from homeowners who were scared, skeptical, or exhausted by the parade of contractors who came before me. I have closed deals on the first visit that changed families’ lives, and I have lost deals I should have won because I skipped a step I knew better than to skip. Everything in this book is something I learned the hard way or watched someone else learn the hard way — and then built into a system so neither of us has to learn it the hard way again.

The heart of the book is a 10-step in-home one-call close that gives homeowners everything they need to make a confident decision on the first visit. Each step follows the same structure:

The One and Done™ 10-Step Close


	Step

	One and Done Move

	Purpose

	Primary Pillar


	1

	Prepare

	Enter the appointment informed, calm, and ready.

	Trust


	2

	Approach

	Win the first thirty seconds at the door.

	Trust


	3

	Rapport

	Build real human connection without wasting time.

	Trust


	4

	Agenda

	Set the upfront agreement and decision frame.

	Trust


	5

	Discovery

	Find the problem, stakes, timing, and emotional why.

	Discovery


	6

	Inspection

	Show the homeowner what is happening in their home.

	Discovery


	7

	Presentation

	Sell the solution in the homeowner’s own words.

	Trust / Financing


	8

	Investment

	Stack value, show monthly, hold margin.

	Financing


	9

	Ask

	Clearly and calmly ask for the job.

	Closing


	10

	Follow Through

	Resolve objections and create structured follow-up.

	Objection / Follow-up
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	The To-Do List — the non-negotiable actions, written as a checklist.

	Techniques — the how. The specific moves explained so you can use them tomorrow.

	Ideas & Hints — the small edges that compound over a career.

	Trial Closes & Closes — the exact language to test temperature and ask for the business.

	Best Practices — the do-this / never-do-that guardrails.

	RepVise at This Step — how the AI revenue-intelligence layer scores and coaches this exact moment.

	What I Would Coach — the owner and manager coaching notes I’d give if I were sitting in your sales meeting.







A NOTE ON REPVISE. You can use the One and Done™ process without software, but you cannot manage it at scale by memory. RepVise makes the process measurable: recorded with consent, analyzed against the six pillars, and turned into coaching evidence managers can use.

Why Process Alone Is Not Enough

A process written in a book does not improve a sales team unless someone can verify whether the process was actually followed. You cannot coach what you cannot hear. You cannot improve what you cannot measure. And you cannot recover missed revenue if every sales call disappears the moment the rep leaves the driveway. That is why RepVise belongs inside this book: the One and Done™ Close is the sales process; RepVise is the revenue-intelligence layer that verifies it.

	THE CORE IDEA

Process beats personality.


The contractors with the most consistent close rates are not the ones with the most charismatic closers. They are the ones with the best process, executed by everyone, measured every time. Personality wins a call. Process wins a year. This book gives you the process. RepVise makes sure you actually run it.



Who this book is for

IF YOU ARE AN OWNER or general manager of a home-improvement or home-services company, this book gives you the process your team should run and the framework your coaching follows. Every step maps to a scoreable pillar. Every coaching conversation starts with evidence, not opinion. The money math chapter at the end will show you exactly where your revenue is leaking and how much it is costing you.

If you are a sales manager, this book gives you a common language for every one-to-one, every ride-along, and every team meeting. Instead of “you need to close harder” — which is not coaching — you can say “your Discovery score was 22 this week; let’s drill implication questions.” That is coaching. Specific, measurable, immediately actionable.

If you are a sales rep, this book is your field manual. It tells you exactly what to do at every stage of the appointment, what to say when you are stuck, and how to recover when a call goes sideways. It will make you more money — not because it is magic, but because it replaces guesswork with skills you can practice and master.

If you are a technician moving into sales, this book bridges the gap. You already know the product and the trade. What you may not know is how to run a consultative process that turns your expertise into a signed agreement. This book teaches that bridge, step by step, without making you pretend to be someone you are not.

The Contractor Mirror: You May Recognize This Business

YOU ARE BUSY. THE PHONE rings. The calendar looks full. The crews are moving. The marketing bill is painful, but the leads are coming in. From the outside, the company looks like it should be winning.

Then you look at the numbers. The close rate is stuck. The same reps keep saying the same homeowners needed to think about it. The sales meeting turns into story time. One rep swears the lead was bad. Another says the price was too high. Another forgot to follow up. Everyone has an explanation, but nobody has proof.

So you do what most contractors do: you look for more leads. A new agency. A new campaign. A new offer. A new zip code. But more leads poured into a broken sales process do not fix the leak. They make the leak more expensive.

This book is for the owner who is done guessing. It is for the manager who is tired of saying “close harder” because there is nothing specific to coach. It is for the rep who knows they could make more money if someone would show them exactly where the call went sideways. And it is for the contractor who is ready to stop buying his way out of a problem that can be measured, coached, and fixed.

Who This Book Is Not For

THIS BOOK IS NOT FOR contractors looking for tricks, pressure tactics, fake urgency, or magic scripts. It is not for owners who want to blame every lost deal on the lead company while refusing to inspect the sales process. It is not for managers who want to yell “close harder” without doing the work of coaching.

This book is for professionals. It is for contractors willing to diagnose honestly, measure what matters, coach with evidence, and improve one call at a time. It is for reps who want to make more money without becoming someone they are not. It is for owners who understand that the best revenue in the business is often already sitting inside the leads they paid for.

If You Only Do Five Things This Week

1. CALCULATE YOUR TRUE cost per closed deal. Do not stop at cost per lead. Divide total lead spend by the number of signed jobs and write that number down.

2. Record five appointments with consent. You cannot improve what you cannot hear. Start with five real calls and listen without ego.

3. Score each call against the ten steps. Do not try to fix everything. Identify the step where the call first started to leak trust, value, urgency, or clarity.

4. Coach one weak pillar per rep. One pillar. One behavior. One specific practice point before the next appointment.

5. Set every follow-up with a date and time before leaving the driveway. “I will follow up” is not a next step. “I will call you Thursday at 6 PM” is a next step.

Do those five things and you will already be operating differently than most companies in the market. You will stop guessing, start seeing, and begin recovering money that used to disappear quietly.

How to read this book

FIRST PASS: READ IT cover to cover. Absorb the system. Understand how the ten steps connect to each other and to the six RepVise pillars. Second pass: go to the step you are weakest at — the one you skip most often, or the one where your scores are lowest — and study it deeply. Practice the language. Drill the techniques until they are conversational. Third pass and beyond: keep it in the truck. Open it before a tough call. Refresh the step you need most for the appointment ahead. This is a working document, not a shelf ornament.

PART ONE

The Foundation
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1.  The One-Call Close Is a Skill, Not a Trick
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WHY ONE CALL

Let me tell you about the worst salesman I ever watched work. He was not stupid. He was not lazy. He had twenty years of experience, a firm handshake, and a closet full of branded polos. And he was the reason his company was hemorrhaging money on leads that should have been closed.

I was consulting for a roofing company in central Florida. The owner had called me because his close rate had dropped to 19%. He was spending over $400 per lead and closing fewer than one in five. He was convinced the lead company was sending him garbage. “They’re tire-kickers,” he told me. “They don’t want to buy. They just want a free quote.”

So I rode along with his top producer. Three appointments in one day. At every single one, the rep walked in, made small talk for about ninety seconds, pulled out his tablet, showed the homeowner pictures of pretty roofs, quoted a price, and said, “I’ll leave this with you — give me a call when you’re ready.” No agenda. No discovery. No urgency. No ask. He handed them a quote and walked out. He was not selling. He was delivering paperwork.

The leads were not garbage. The leads were families with real roof problems who had invited a professional into their home and gotten a stranger who left them with a number on a piece of paper and no reason to act on it. That is not a lead problem. That is a process problem. And it is the single most expensive problem in home-improvement sales.

The one-call close is the opposite of that. It means giving the homeowner everything they need to make a confident, fully informed buying decision during the first visit, so that the natural conclusion of a well-run appointment is a signed agreement — today. Not because they were pressured, but because they were served. You diagnosed the real problem. You educated them. You built genuine value. You handled their concerns honestly. You made it easy to say yes. The signature is a byproduct of trust, not a substitute for it.

The hidden tax of “I’ll think about it”

EVERY APPOINTMENT THAT ends without a decision quietly taxes everyone involved. Let me walk you through the real math, because most owners have never sat down and calculated it.

The company has already paid for that lead — often $200, $300, $400 or more depending on the trade and the market. The rep has invested windshield time, fuel, and an hour to two hours at the table. The setter or call center spent time booking it. And the homeowner now carries an open loop: a problem still unsolved, more quotes to schedule, a decision deferred into a future that rarely arrives.

I have tracked this across dozens of companies I have worked with, and here is the ugly truth: most “I’ll think about it” appointments do not turn into thoughtful decisions. They turn into nothing. The roof keeps leaking. The windows keep drafting. The HVAC keeps running at three hundred dollars a month. The problem the homeowner invited you to solve stays unsolved. And the company books another $400 lead to try again with the next stranger.

A clean one-call close is the most respectful outcome for the homeowner. It resolves the loop. It solves the problem they asked you to solve. It saves them the exhausting theater of collecting three more quotes from three more strangers, all making competing claims they have no way to evaluate.

The four currencies of every appointment

THINK OF EVERY IN-HOME appointment as a transaction in four currencies. You are constantly earning or spending each one:

	Trust — does the homeowner believe you are competent and on their side? Everything rides on this.

	Clarity — does the homeowner understand their problem, their options, and the consequences of doing nothing? Confused people do not buy.

	Value — does the perceived worth of the outcome exceed the price? Price is only expensive in the absence of value.

	Urgency — is there a real, honest reason to act now? Manufactured urgency is a trick. Discovered urgency — the genuine cost of waiting — is a service.


Run all ten steps in this book and you accumulate all four. Skip steps and you go bankrupt in whichever one you need most at the close. I have never seen a rep with a high close rate who was weak in all four. And I have never seen a rep with a low close rate who was strong in all four. The math is that simple.

The myth of the three-quote homeowner

HERE IS SOMETHING MOST contractors believe that is only partially true: homeowners always get three quotes. Some do. But many homeowners who say “I want to get other quotes” are not comparison shopping. They are buying time because the rep who just left did not give them enough confidence to decide. The “three-quote rule” is often a symptom of a trust deficit, not a genuine shopping process.

I have tracked this. When a rep runs all ten steps — deep discovery, honest education, full value build, clear ask — the percentage of homeowners who insist on other quotes drops significantly. Not because the rep pressured them. Because the rep answered every question the homeowner would have asked the other two contractors. There is nothing left to learn from a second or third visit. The first rep already covered it.

The companies that close 40% or higher on the first visit are not using tricks. They are running a process so thorough that by the time the homeowner reaches the decision point, they have everything they need. Getting other quotes would not add information. It would just add delay, inconvenience, and the risk of making a worse choice with less information.

Why paid leads are too expensive to waste

LET ME PUT THIS IN terms every owner understands. If your average lead costs $380 and your average close rate is 27%, each closed deal carries a lead acquisition cost of about $1,407. That means you are spending $1,407 just to get someone to the table. Every appointment that ends without a decision does not just waste that $380 lead — it adds to the cost burden on the deals you do close. The lower your close rate, the more expensive every closed deal becomes.

Now flip it. If you raise your close rate from 27% to 35% through a better process, the lead acquisition cost per closed deal drops from $1,407 to about $1,086. You are making more money on the same leads without spending another dollar on ads. That is the power of process over marketing. Marketing gets them to the door. Process gets them to the signature.

I have watched owners throw $50,000 at a new ad agency when their close rate was 20%. They did not need better leads. They needed a better hour at the kitchen table. The most expensive lead in the world is free if the rep converts it. The cheapest lead in the world is wasted if the rep fumbles it.

The real cost of the two-visit model

SOME COMPANIES HAVE moved to a two-visit model: the first visit is “just a free estimate,” and the real selling happens on the follow-up. On paper it sounds reasonable. In practice, it is one of the most expensive operational choices a contractor can make.

Here is why. On the first visit, the rep spends ninety minutes measuring, inspecting, and chatting. No close is attempted because the culture says “we do not sell on the first visit.” The homeowner says, “Great, send me the quote.” The rep goes back to the office, builds the proposal, emails it over. The homeowner receives a PDF with a number and no emotional context — no discovered urgency, no value stack, no monthly, no face-to-face human to answer the question at the moment of decision. The quote competes with the other two PDFs sitting in the inbox. The cheapest number usually wins. Close rate: twelve to 18%.

Compare that to the one-call model: the rep spends the same ninety minutes, but runs all ten steps — deep discovery, education, value, price, ask — in one visit while the homeowner’s engagement and emotional urgency are at their peak. The homeowner has everything they need to decide. The rep is there to answer the concern, reframe the monthly, show the proof. Close rate: 27% to 40%.

The math is brutal. A company running 30 leads at 15% on the two-visit model closes 4.5 deals a month. The same company at 32% on the one-call model closes 9.6 deals. At $14,000 average, that is the difference between $63,000 and $134,400 in monthly revenue. Same leads. Same ad spend. Same team. Different processes.

And the two-visit model has a hidden cost that never shows up on the P&L: windshield time. Every follow-up visit requires another drive, another hour, another slot on the calendar. That is a slot that could have been a new first visit. The two-visit model does not just lower close rates — it caps the number of leads a rep can run, because half their calendar is consumed by return trips to present quotes that could have been presented on the first visit.

The one-call close is not a pressure tactic. It is an efficiency and service model. It respects the homeowner’s time by resolving their problem in one visit. It respects the rep’s time by eliminating return trips. And it respects the company’s economics by converting leads at the moment of peak engagement. Everyone benefits.

The consultative one-call close

THE MODERN ONE-CALL close is consultative, not combative. You are not the adversary. You are the expert advisor who happens to sit on the same side of the table as the homeowner. You are the doctor; they came to you with symptoms. A
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