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By day Bryan Orr runs an air conditioning company in Central Florida, and by night he’s 

a father of 9 – yet somehow he’s still found time to build a side business around HVAC 

Training which you can find at HVACRSchool.com. 

He has been producing the HVAC School podcast for about a year and is already 

around 100 episodes deep. He’s seen more than half a million downloads, and built an 

email list of 7.5k+. 

But what’s really impressive are his sponsorship numbers for the show: $11k a month. 

How Bryan Had the Idea to Start the HVAC School Podcast 

Bryan has a lot of experience with podcasting and producing audio content. He had 

hosted a few podcasts of his own over the last few years, produced podcasts for clients, 

and he called audio in general a hobby of his. 

He also enjoys his day job providing HVAC (Heating, Ventilation, and Air Conditioning) 

training. So, while he was struggling to find time to fit in podcasting about business and 

his day job it made sense to combine the two and produce a podcast about HVAC 

training. 

Bryan’s first thought was to create audio content to help his own employees, like study 

material. It was only because he knew how to produce podcasts that he decided to 

publish the content online. “In the process it just exploded, I never thought there would 

be an audience like the audience that I found,” Bryan said. 

Training via Audio vs Hands-On 

As mentioned above, Bryan didn’t think there would be a large audience for this type of 

podcast. He figured it’s hard to teach HVAC technicians via audio and without the 

hands-on approach there is only so much you can do. 

It turned out to be quite the opposite. Bryan said he noticed people building a deeper 

understanding of what he was teaching as they built a picture in their mind from the 

audio. 

For certain aspects of training Bryan said, “It does a good job, and maybe even better 

than video.” 

Launching the Show 

Bryan recorded the first couple of episodes by placing a microphone in the middle of the 

table and recording meetings and training classes he was giving at his company. 

He didn’t worry about the quality, he just wanted to record some audio to see what 

some of the technicians thought. The reaction was, “Meh,” Bryan said. 

Still not sure if there was going to be an audience or much interest Bryan shared links to 

the feed after it went live in a couple of groups. One Facebook group with over 22k 

members group was called HVAC Pro Talk, and as Bryan said, “It just went insane.” 

http://hvacrschool.com/


Within the first 48 hours of being live Bryan saw more than 1k downloads. “I’ve never 

seen anything like that with a podcast that doesn’t already have an audience,” he said. 

This was when he realized he had hit on a pain point within the industry and decided to 

focus on producing more, better quality content. 

Marketing and Promotion That Worked Well 

At first Bryan just wanted to do the part he enjoyed, recording the podcast. But he knew 

he needed to put together some social media accounts and a website to build his 

business online. 

A listener contacted Bryan and offered to build him a site for $300, so he gladly 

accepted. After that, he started a Facebook page and a group and started sharing tech 

tips as short 2-3 sentence posts. 

These tips started gaining traction so Bryan also posted tech tips on his website. Then 

he started using these tips as a marketing medium for the podcast, and recording 

episodes around the tips. 

Bryan also started reaching out to influencers (mostly YouTubers) in the HVAC niche 

and featuring them on the show.  

The secret, Bryan said, is not to make the interview about them, but instead to find 

something specific to talk about that your audience will want to hear. 

It was when the owner of HVAC-Hacks.com started sharing his content that his 

numbers jumped again. 

The HVAC-Hacks Facebook page has more than 140k fans, so this exposed Bryan’s 

content to a much wider audience in a short space of time. 

His other bit of advice on content creation was if you’re covering the basics, as Bryan is, 

go as deep as you can into the basics to help people really understand the 

fundamentals. 

Building an Email List 

Bryan is using Sumo to power his popup and email capture, and MailChimp to manage 

his list and send out emails. 

For a lead magnet Bryan is offering free tech tips and notifications of new blog posts 

sent by email. As for traffic, he finds most people end up on his site after finding his 

content on social media or though the podcast. 

To date he has an impressive 7,500+ on his mailing list. He’s producing around 3 

articles a week and recycling older articles, and when he finds time he schedules them 

in advance. 

 

http://hvac-hacks.com/
https://www.facebook.com/dontbeahack/
https://sumo.com/
https://mailchimp.com/


Building up Revenue Streams 

After around 3 months Bryan realized he was producing the best free HVAC training 

online. While at an industry trade show he saw the volume of money large companies 

were spending on “showing off to each other” and realized the potential for sponsorship. 

He already had some relationships with some large companies and knew how their 

budgets work and what they are looking for. 

“These people are looking for a way to spend their marketing money, why not spend it 

doing something that’s a helpful thing,” Bryan said.  

He secured his first sponsor by proposing they send him a check directly for 

sponsorship instead of using the funds to buy promotional items like shirts and pens. It 

was “an easy sell,” since the funds were already marked for his company and made 

sense to do it this way. 

On the back of sponsorship from this large company (Carrier) Bryan was able to 

negotiate some other sponsorship deals with other companies. 

Another revenue stream has been t-shirts. Bryan ran a couple of campaigns that were 

very successful. He ran one campaign with Teespring, and one with CustomInk, selling 

more than 350 shirts. 

Bryan also still does some freelance production for other podcasts. Although not related 

to his HVAC hustle it’s still a solid revenue stream. 

Time Commitment and Looking Forward 

Bryan is the co-founder of the company he works for in his day job and this allows him a 

little flexibility to invest the 60-80 hours a month he spends working on HVAC School. 

He’s seen some opportunities arise for both his day job and side hustle as there is some 

obvious synergy between the two, making it easier and more time-efficient to work on 

both. 

He has dabbled with some virtual assistants in the past but found it hard to find 

someone who can produce the show up to his standard. He recently took on a full-time 

editor he’s working with, and uses this person to help out across some of the other 

podcasts he’s working on too and says this is saving him a lot of time. 

A project he’s working on now is the Blue Collar Roots Network. Which is a network of 

podcasts around blue collar trades, giving people more opportunities to share 

resources, produce higher quality content, and get past some of the podcasting 

stumbling blocks. 

Bryan’s #1 Tip for Side Hustle Nation: 

“Create content about something you care about.” 

https://www.sidehustlenation.com/teespring
https://www.customink.com/
http://www.bluecollarroots.com/


More Info: 

 http://hvacrschool.com/ 
 http://www.sidehustlenation.com/255 

 
Until next time! 

-Nick 
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