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Current Reality or “Here” 2016  

2016 Projected: Revenue $2.2M @ 20% Gross Margin on self performed work

Org Chart – People Map

Bob                                                                       Larry
   I 						     I	
Carolyn - Steve - Jay - Kayla - Charity        Crew Leader  - Crew Leader – Crew Leader
						   I                           I                      I	
                       					3- Workers        3- Workers      3 – Workers

+ Affiliate Partners: $400K at 15%-20% GM 

	
Fiscal 2017 Goals  

· Revenue @ $3.6M  ($150K / month per sales rep x 2 = $300K/month = $3.6M/yr.) 

· Gross Margin: Self-Performed Work @ 30% - 35% - $200K/mo. revenue = $60K GM/ mo.  

· Gross Margin: Subs @ 15%-20% (Perform $100K / month of the above $300K/ month) 

· “The Nut” or Overhead = Approximately $30K / month

Note: This Formula should yield a 10%+ Net Profit or $ 360K - $400K / yr. 

Desired Destiny or “There” 2019

Revenue $6M @ 40% - 45% Gross Margin 

Org Chart – People Map

Bob 	---------- 2 Project Managers	 ---------------- Larry 
    I					                       I	
Lead Generator      				 2- Supervisors	
2- Sales People 			             8-Crew Leaders				
2- Designers 					 32- Workers  	
1- Estimator 

Note: More than likely we will be using Affiliate Partners to perform some of this wor
                       
       
                   

                   Company Grow Card

	GROW Card Metrics
	1
	2
	3
	4
	5

	
	Unacceptable
	Below
	Meets
	Above
	Outstanding

	Safety
	
	
	
	
	

	Workman Comp # of accidents 
	>3
	1-3
	O
	O
	O

	W/C Mod Rate
	>1.0
	1.0-.9
	.9-.8
	.8-.7
	<.7

	Revenue 
	
	
	
	
	

	Monthly Revenue $ Average 
	<100
	100-150
	150- 200
	200-250
	>250

	Sales Close Ratios 
	
	
	
	
	

	Gross Margins
	
	
	
	
	

	Self Performed % @ 20% YTD 
	<25
	25-30
	30-35
	35-40
	>40

	Affiliate Partners – Subs %
	<10
	10-15
	15-20
	20-25
	>25

	Overall %
	<28
	28-30
	30 - 32
	32-34
	>34

	Customer Satisfaction
	
	
	
	
	

	Referral % of total sales
	<30
	30-40
	40-50
	50-60
	>60

	Survey Says % of 4s & 5s  
	<87
	87-90
	90-93
	93-96
	>96

	Employee Retention
	
	
	
	
	

	Retention % of Key Employees
	<87
	87-90
	90-93
	93-96
	>96

	Quality
	
	
	
	
	

	QC Program TBD – Under const.
	<80
	80-85
	85-90
	90-95
	>95

	Accounts Receivable 
	
	
	
	
	

	$ Over 60 days old $17K
	
	$ 
	0
	0
	0









                       

Urgent Areas Completed by Nov. 1 (Estimating & Pricing STAT! Ahorita! )  

Note: Gross Margins on self-performed work was determined to be at 20%, which is FAR below what is needed to make a fair and reasonable net profit. It was also determined that the total overhead for the company was approximately at $30K per month. 

The following steps will help bring the Gross Margin to an acceptable level. 

Goal: 
· Self – Performed Work: Overall Gross Margin @ 30% - 35% 
· Sub contracted: 15% – 30% Gross Margin depending on the nature / size of the project     


Estimating: Champion Bob  

Action Steps:
· Build Estimating program; show Direct Costs w Labor+ Burden + WC Ins + Materials 
· Build production rates for most common tasks & use for estimating hours to perform
· Show the estimated hours to perform major tasks – use for field scheduling / budgeting 
· Calculate HAWs for Landscape vs. Masons

Goal: 
· Each job to have a very clear breakdown of hours and materials to complete the job
· Estimated Hours are accurate with actual hours and materials to perform the work  

Pricing: Champion Larry

Action Steps:
· Arrive at price that yields a 30% - 35% Gross Margin for self- performed work MINIMUM!
· Review all pipeline proposals and adjust to a 30% GM send letters to prospects to update

Here is how this works: 
· After determining direct costs determine desired Gross Margin per job.
· Minimum Gross Margin on self performed work to be no less than 30%
· Formula for Price: Direct Costs / Divided by reciprocal of desired GM = Sales Price 

Example: Direct Costs = $1,000 and the Desired Gross Margin = 30%  

Take Direct Cost of $1,000 Divide by Reciprocal of 30 or .70 = $1,428 Sales Price  

Goal: Get self -performed work to the 30% GM level STAT! Starting after existing backlog is completed. Have 30% GM on self performed work starting November 1st 



                                    

Urgent Areas (continued)   

Job Cost Tracking: Champion Larry

Action Steps:

· Start manually tracking all workforce hours on each job daily 

· Get a sense of actual hours vs. estimated hours

· Match up hrs. spent as % of total hours budget vs. percentage of job completed weekly

Goal: Jobs come in budget with estimated costs 


Job Debriefs: Champions Larry and Bob   

Action Steps:

· At the end of each job perform job debrief: Review costs, make adjustments to estimating

· Build Summary Sheet: Review lessons learned and how we can do better 

· Verify ALL job punch lists are completed

· Job is documented with photos and customer has signed off and money is collected



Goal: Jobs achieve estimated Gross Margins, Customers are happy and we are PAID in FULL


Mini Budget: Champion Susan 

Action Steps

· Build mini budget that projects future revenue & Gross Margins, tracks Revenue and GM 

· Revenue and Gross Margin will be tracked by Self Performed – Subs – Total Overall 

Goal:  Leadership will be able to know Revenue and GM status at almost real time   

                                          

Urgent Areas (continued)   


Restructure Chart of Accounts / P & L Format: Champion Susan 

Action Steps:
· Reformat of Chart of Accounts
· Have P and L Statement reflect landscape industry format 

Goal: The P and L will be easier to determine Gross Margins and Overhead Costs 

  
Fix It List: Champion Bob   

Action Steps: 

There were several miscellaneous items needing attention and remedy 

Payroll Issues: As discussed we need to remedy identified areas as soon as possible: 

I9 Forms: Perform Audit and make any needed adjustments: 

Time Cards: Get a simple time card process in place that is California compliant: 

Additional Resources: Join Deign2Build membership:  

Design Costs: Decide on how these are to be handled:    

Job Site Visits: Bob and Mary 

Road Trips: Bob and Larry schedule road trips, see how other companies do it, Bill to arrange

Landscape Company #1: Harvester Bill to arrange  

Landscape Company #2: Harvester Bill to check on this  







                          

Important Areas To be completed by January 1, 2018 

Safety: Champion Larry: Set up done by others 

Action Items:
· Get safety program in place and tuned up
· Do a safety audit with insurance provider
· Mirror CLCA or NALP program or get a program from your insurance carrier 
· Get Heat Stress program in place   

Goals: 
· No Accidents or at the worst no lost time accidents. Get WC mod rate to below 1
· WC insurance rate drops to less than $12/ $100 payroll  
· Be in OSHA compliance 
· Heat Stress Program is in place and monitored  


Customer “Touch Points” Champion Bob  

Action Steps:
· Proposals and Presentations: Tune Up and Innovate  
· New Job Start Up: Welcome Basket, Expectations, Schedules 
· Managing Expectations – Schedules, Check In
· Conflict Resolution
· Quality Counts: Inspections  
· Surveys: Survey Monkey 
· Referral Rewards 
· I Book or Thank You gift 
· Turnover/ Sign Off Process

Goals: 
· Get 30%-40% referrals from satisfied customers 
· No AR over 60 Days 
· Surveys at 80%+ with 4s and 5s 






                          

Important Areas (Continued) 

Job Sequencing Champions Bob and Larry 

Action Steps: 
· Establish best practice of Job Sequencing
· Each team member knows who will be doing what and what order 
· Each team member will know how much time is allotted for the tasks of the day 

Goal: Jobs are completed safely and on budget along with achieving the desired quality level 


People

Action Steps: 
· Performance Review Process in place 
· Recruiting Program
· Retention Strategies
· Consider Employee bonus program   

Goal: All employees know the answer to the 6 questions. Plus they know what they need to do to get an increase 

                                        
Cash Flow/ Accounts Receivables: Champion Bob 

Action Steps:
· Get deposit and progress payment process in place and execute consistently
· Collect final payment as part of final sign off and in service 

Goal: No money owed past 30 days from completion of job    


Build Quality Counts Program: Champion Larry assist from Bill 








                        

Long Range Completed 1-3 years or by January 1, 2020  

Website Overhaul: Champion Bob 

· Get website tuned up 
· Include video client testimonials 
· Employee testimonials
· Bill to send Heiler Info for web site 

Social Media Presence: Champion Bob 
· Up to date with latest Social Media practices   

Yard: Partners 
· Consider owning or leasing yard and facility that is in one location  


Other Misc. Items/ Info:  TBD  

· Referral business to get references: Bill  
· Testimonial sample from Bill  
· Need to have all subs list our company as additionally insured 
· Exit agreement for Bob and Larry 
· Guard – Insurance Co
· WC Mod Paying $15/ $100
· Find out lead to proposal % 
· Add price increase clause to agreements
· Key Employee Insurance :Bill refer to LCIS  
· Gross Margin by Size: Bill to send sample  
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