                                     [image: image1.png]The
Harvest Group

Landscape Business Consuling,




                          Account Manager “On Boarding”

                                      90-Day Game Plan 

The purpose of this 90-day game plan is to provide the new Account Manager with a clear sense of priorities and direction along with getting on board with the company way of doing business. There will be many things to learn this first 90 days and it is very important to get off on the right foot. At the end of 90 -days it will be expected that the following be accomplished or demonstrated:

First 30 Days

Operations

· All jobs will have been visited (basic triage) personally by the Account Manager and the quality will be assessed along with any key action items being identified with completion dates determined. Take photos where needed to make points both good and bad examples. 

· Getting enhancements scheduled and successfully installed: know the most common issues and how to keep to a minimum (new plants need new water)
· Getting crews out: Dispatch and effective Yard Arrival preparation 
· Safety program is understood and supported
· Get a sense of Job Sequencing that is currently being practiced
Operations Expected Outcomes

· Can perform a basic QC review, knows what an 85-90 rating looks like
· Identifies key critical areas and takes needed action: GG, BF, No weeds, dead 
· Has reviewed the QC program and understands the basics: the “zone” etc
· Successful scheduling and installation of enhancements
· Effective dispatch and yard arrival procedures are in place
· Safety program is active and followed
· Understands the basics of Job Sequencing
Sales and Marketing:

· Can identify enhancement opportunities
· Prepare an estimate, write a proposal and sell enhancements
· Learn how to do an extra work and maintenance estimate with the field estimate format 

· Write ups of extra and presentation to client 

· Closing of enhancement proposals

Leadership:

· The AM will have established them self as the leader of their foremen and workers will have respect for him – on going

· Route sheets are kept current

· Spray work is scheduled with priorities being considered and factored in.

· All crews are assessed and evaluated with recommendations for improvement/changes/ training needs

· Foremen meetings have been established with weekly touch base as group

First 60 days

Leadership

Operations 

· Establish a safety program with weekly tailgate talks

· Understands what gross margin is and how to raise margins to desirable levels. Has identified lower margin jobs and has game plan to get margins to desired level

· All equipment and tools are inventoried and suggestions made to improve

Employee Development

Sales and Marketing

Client Relations

Financial / Gross Margin

First 90 Days 

Leadership

Operations

· Know the names of the top 50 trees, 25 shrubs, 10 ground covers and 10 seasonal flowers both common and botanical names

· Prepare a 90-day plan for operations

Employee Development

Sales and Marketing

Client Relations

Financial / Gross Margin

The Behaviors, Skills and Results of the Successful Account Manager

Success Behaviors:

· Have a positive “can do” attitude along with a sense of urgency

· Arrive early and stay until job is done; long hours during this first 3-6 months

· Be perceived as a team player

· Complete assignments on time 

· Practice “Golden Rule” with people

· Practices active Listening skills 

· Continual learning with training, certification, reading (leaders are readers), landscape association attendance 

Technical Skills: 

· Knowledge of irrigation systems, problem identification, controller programming, repairs to lateral lines, main lines and valves

· Pruning techniques of shrubs and trees along with proper staking and ties

· Proper chemical and fertilization applications

· Weed control 

· Turf management

· Tree care

· Safety knowledge: rules, program delivery, accident prevention

· Common Horticulture issues and affectively dealing with them

· Equipment fundamentals: most efficient use, proper maintenance 

Managerial Skills:

· Schedules for all work to be kept current

· Time management skills

· Communication skills: both verbal and written

· All tasks and assignments are completed on time

· Conflict resolution both internal and external

· Basic HR guidelines and compliance issues

· Team Building- consensus

· Client relationship building

Expected Results: 

· Client Retention: 95%+ and no lost jobs due to nonperformance
· Enhancement Revenues: 30%-35% of contract revenue
· Quality of Work: No jobs less than 80 on QC scores, all jobs are within one good visit of an 85
· Gross Margin: Targeted gross margins are met
· Safety: No WC accidents and little or minimal liability issues

Your Team:

You will need the support of your team and establishing positive relations with the team will be critical to your success. 

· Get to know the names and some basic background of each of your team members. Where did they come from? How long have they been with company? Where do they live? 

· Who are the foremen and who reports to them? Learn and know their names

· Spend some one -on-one time with each foreman and let him know that you are here to help them with their success. Get to know each Foreman personally.

       Know the names of all your team and know some background on each

       Ask for their input on how they can do their job better? And how you can help? 

       Use the 10-15 Report tool

· Dispatch: Show up early each day and observe how the crews get out of the yard

· Yard Arrival: Be there and make certain they are ready for the next day.

· Do an organizational chart People Map and rank each employee; A, B, C or 1-5

· Show up early and set a positive example: your truck is cleanest, you are early, you are prepared to help, serve as a positive support type of leader etc. 

· Listen and don’t be too bossy until you get their respect.

Customers

Without happy satisfied customers we do not exist. It also takes happy employees to make happy clients. Making certain that we are meeting and exceeding our client’s expectations is critical to your success.

Learn the names and locations of the top 20 accounts by $ and by potential check with your supervisor on this. Each day should have at least 5-6 hours spent in the field reviewing jobs hopefully with clients and/ or with your guys. Within the first 30 days of your employment, you need to personally go to the top 20 jobs and visit with the client. Walk the job prior to meeting with them and get any items needing attention dealt with then meet with the client and find out their level of satisfaction and determine any items that need attention. Take notes, be polite and then get items completed.

· Learn the names, location and visit the top 20 jobs that Morgan and you identify.

· Visit each job site hopefully when the guys are there so you can address any needed punch list items before you introduce yourself to the client.

· Meet with the top 20 clients and introduce yourself and get input on their level of 

            satisfaction with a scale of 1- 5, 5 being best. Have them rate our service and            

            ask what is needed to get to 5!!   

· Determine what is needed and if it is an extra or part of maintenance.                      

            If an extra, do an estimate, prepare a proposal and present the proposal 

            If maintenance get it done quickly or let them know when to expect its’ 

            completion.

· Follow up and make certain you get done what you committed to get done.

· Have current route sheet for each day, in what order and time budgeted 

· Try to get a sense of how long they spend at each job; know where they are

Company Leadership

Learn the do’s and don’t from the company leadership. Spend 15 to 30 minutes at the end of each day with your supervisor to debrief, brainstorm and get on the same page. Be prepared to review your schedule and priorities.

· Spend 15 -30 minutes at the end of each day to review status

· Be prepared to discuss specific items; id issues and have possible resolutions

· Learn the basic do’s and don’ts and get clarity of expectations from your supervisor.

· Spend 90% on the solutions and only 10% on the problems 

· At the end of each week please fill out a 10-15 Report and review personally with your supervisor.

10-15 Report for week of __________

Answer the following questions (10 min) then review w/ your supervisor (15 min)

My morale this week is ___________________________________________________

What I learned this week 

______________________________________________________________________

______________________________________________________________________

Recommendations I have for the Company 

____________________________________________________________________________________________________________________________________________

Coach’s Corner: Observations, Coaching Areas

____________________________________________________________________________________________________________________________________________

Notes:

__________________________________________________________________________________________________________________________________________________________________________________________________________________

Tasks Assigned/Follow Up:

Priority         Action item                                                   Date to complete by:                          

______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Tools, Processes and Programs

· Quality Counts Program and Process

· Job Sequencing: Dispatch, Routing, Job Sequencing, Yard Arrival

· New Job Start Ups and Turnovers

· Conflict Resolution

· Problem identification and resolution

· 10-15 Report

· People Map with ranking and development needs

· Client Profile

· Employee Profile

· Safety Program: rules, talks, accident reporting, OSHA compliance 

· Job Schedules

· Job Walks

· Enhancements: Estimating, Pricing, Proposal, Presentation, Selling

