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Executive Summary

Radiant Plumbing has built a remarkable 27-year legacy (founded 1999) on one core principle: radical transparency. In an industry
plagued by bait-and-switch pricing, surprise fees, and last-minute upsells, Radiant's "no hidden fees" positioning is a strategic moat.
But competitors are catching on — and the Austin HVAC/plumbing market is more competitive than ever.

Brad and Sarah Casebier's vision of transparent pricing + quirky marketing + exceptional service has fueled 25-50% annual growth and
Inc. "fastest-growing" recognition. The challenge now: how do you scale transparency without losing personality?

Competitors are innovating on financing models (Strand Brothers' zero-upfront lease programs), multi-service bundling (ABC Home's
pest + HVAC cross-sell), and promotional velocity (Abacus's promo codes driving urgency). Radiant's Radiant Care Club ($24.99/month)
is strong, but it's no longer unique — everyone has a maintenance plan now.

Key insight: Radiant's opportunity isn't to compete on promotions or financing — it's to own the trust gap. Homeowners are exhausted
from decades of HVAC scams. Radiant can be the brand that says, "We'll tell you the truth, even when it costs us the sale." That's a
positioning no financing gimmick can replicate.

Competitor Landscape Overview

The Austin HVAC/plumbing market splits into three tiers: legacy locals (Radiant, ABC Home, Fox Service), PE-backed consolidators
(Strand Brothers, Stan's), and promotional disruptors (Abacus). Radiant sits uniquely as a founder-led legacy local with a personality-
driven brand.
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Radiant's unique positioning: The only major Austin HVAC/plumbing brand with founder-driven transparency + personality. Not
massive (ABC Home), not PE-backed (Strand Brothers), not discount-driven (Abacus). Founder-led honesty in a dishonest industry.

Recent Competitor Activity

Strand Brothers — Zero-Upfront Financing Blitz (Feb 2026)

Strand Brothers is flooding the market with aggressive lease promotions:

¢ 6 Months Free Payments on new HVAC, water heater, or IAQ system leases (Advantage Program)
o $500 off tankless water heaters ($250 off tank models)
e $99 HVAC Precision Tune-Up (down from $189)
¢ $99 Drain Cleaning (down from $375)
e Up to $1,800 Lennox rebates (Jan 19-Feb 13, 2026)
Strategic insight: Strand Brothers is using financing as a customer acquisition weapon. They're not competing on service quality —

they're competing on "how can we make this affordable today?" Zero-upfront models pull price-sensitive customers away from
traditional HVAC companies.

Threat to Radiant: If Radiant's transparent pricing feels "too expensive" compared to Strand Brothers' lease model, you lose the
customer before they understand the value difference.

ABC Home — Multi-Service Bundling Advantage (2026)

ABC Home offers HVAC + plumbing + pest control + lawn services under one brand. Their Advantage Maintenance Plan provides:
e 5% discount on equipment replacement
e Bundled pest + HVAC + plumbing subscriptions

e Cross-sell opportunities (e.g., AC tune-up customer gets termite inspection offer)

Strategic insight: ABC Home's scale (2,100+ employees, 75+ years) creates a one-stop-shop moat. A homeowner needing HVAC
service + pest control will choose ABC over Radiant + a separate pest company.

Opportunity for Radiant: You can't compete on multi-service bundling, so own single-service excellence. Market Radiant as "the
HVAC/plumbing specialists who aren't distracted by lawn care and pest control."

Abacus — Promotional Velocity + Urgency Tactics (2026)

Abacus is running aggressive short-term promotions with promo codes:

e $50 off drain cleaning (promo code: drainclean50)

o $250 off tankless water heaters (expires Jan 23, 2026)
e $150 off any new water heater (expires Jan 23, 2026)
o $300 off water quality systems (expires Jan 23, 2026)
e $79 HVAC tune-up (expires Feb 17, 2026)

Strategic insight: Abacus uses promo codes + expiration dates to create urgency. Their messaging: "Limited time offer — book now
or miss out." This drives short-term conversions but erodes brand trust long-term (constant discounting signals inflated prices).

Opportunity for Radiant: Counter with "Everyday Fair Pricing" messaging — "Radiant doesn't do promo codes. Our prices are honest
every day, not just when you have a coupon."

Fox Service — Lennox Premier Dealer Credibility (2026)
Fox Service is leaning into their Centurion Award-winning Lennox Premier Dealer status — a credential Radiant doesn't have. This
signals "top 3% of Lennox contractors nationwide" and appeals to quality-focused homeowners.

Strategic insight: Fox is positioning as the premium HVAC option in Austin. Their message: "You pay more, but you get Lennox
Premier quality."

Opportunity for Radiant: You don't need manufacturer credentials to own transparency. Radiant's advantage is "We'll recommend the
best system for you, even if it's not the most expensive." Independent advice > manufacturer loyalty.



Strategic Opportunities

1. Own "Radical Transparency" as a Movement

Every HVAC company claims "upfront pricing" — but Radiant can go further:

e Publish real pricing ranges on your website (e.g., "AC replacement: $4,000-$8,000 depending on system size, brand, efficiency")
¢ Price breakdowns in estimates (labor, parts, markup — show customers exactly where their money goes)

o No-surprise guarantee (if the final price differs from the estimate by more than 10%, the difference is free)
Action: Website overhaul with transparent pricing calculators, real customer estimates (anonymized), and "How We Price" educational

content.

2. Radiant Care Club as Competitive Moat

Radiant Care Club ($24.99/month or $299.88/year) is strong, but competitors have maintenance plans too. Differentiate through
transparency:

e Show the math: "Here's what you'd pay without a maintenance plan vs. with Radiant Care Club over 5 years"
e Guarantee savings: "If your annual savings don't exceed the membership cost, we'll refund the difference"

o Exclusive perks: Priority service + no overtime fees + 24/7 emergency access (even on holidays)

Action: Radiant Care Club marketing emphasizing "savings guarantee" — no other Austin HVAC company offers this.

3. Quirky Marketing as Brand Differentiation
Brad's music career, Radiant's unique brand voice, and community involvement (charity work, blog content) are personality-driven
differentiators. In a commoditized industry, personality wins.

Action: Content marketing around "Behind the Scenes at Radiant" — Brad's music, employee stories, charity partnerships. Turn Radiant
into the "cool HVAC company" that homeowners want to support.

4. Counter Financing Gimmicks with Education
Strand Brothers' "6 months free payments" sounds appealing, but it locks customers into multi-year leases. Radiant can counter with
transparent financing education:

e Lease vs. Own Calculator: "Here's what you'll pay over 5 years with a lease vs. traditional financing"
e Total Cost of Ownership Content: "Why leasing costs more in the long run"

¢ Traditional financing options: 12-month 0% APR for qualified buyers (without the lease trap)

Action: "Smart Financing Guide" on website + sales training on lease-vs-buy objection handling.

5. Response-Time Guarantees (24/7 Emergency Differentiation)

Radiant offers 24/7 emergency service, but so do competitors. Differentiate with response-time guarantees:

e "Emergency AC repair within 2 hours or your service call is free"
e "Same-day water heater replacement or we refund your diagnostic fee"

¢ Real-time technician tracking (Uber-style "your tech is 15 minutes away")

Action: Response-time guarantees prominently marketed on homepage + Google Ads.

Pricing Intelligence
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Key insight: Radiant's pricing is transparent but not promotional. Competitors are either opaque (Fox, ABC) or discount-driven
(Strand Brothers, Abacus). Radiant's lane is "honest pricing, every day" — not the cheapest, but the most trustworthy.

Market Trends

Trust Gap Widens in Home Services

Homeowners are increasingly skeptical of HVAC companies after years of bait-and-switch tactics. Transparent pricing + no-surprises
guarantees are becoming baseline expectations, not differentiators.

Subscription Model Adoption

Maintenance plans (Radiant Care Club, ABC Advantage Plan) drive recurring revenue and customer retention. One-time service
customers churn; subscription customers stay for years.

PE Consolidation Wave

Private equity firms are acquiring local HVAC companies (Strand Brothers bought Stan's, Southern Home Services bought Fox). This
creates consolidation pressure — smaller independents struggle to compete on marketing budgets.

Financing as Customer Acquisition

Strand Brothers' "6 months free payments" shows how financing terms are the new battleground. Customers care more about
monthly payments than total price — even if they pay more long-term.
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