SELLING ENHANCEMENTS

Unlock

‘hidden

ongratulations. One of your mainte-

nance crews just lwu\ln to service a new

commercial account. You sealed the
deal late this past summer and, because

money was an issue (as it Jl\\'d'\'\ 1S),

3 you've contracted to provide just the basics: spring
cleanup, mowing, edging, pruning, blowing and fall
s leaf removal.
Although you're confident you'll sell more ser-
A% 3 vices on this property, you want to familiarize your-
=

self with it and establish a level of trust with the
property management company before you start
pushing for more work

However, even at this early stage in the relation-
ship, you've projected extra 2003 revenue from this
account. After all, things happen to landscapes
Storms damage trees. Vandals drive over lawns. Mo-
torists back into ornamental trees. Irrigation systems
sometimes leak. You know you'll be called to help

As a rule, you annually budget 25% in revenues
from extra services beyond the contract value of

your base maintenance contracts.

Overly optimistic?
Is this overly optimistic, particularly for your com-
mercial contracts? No way. A quick telephone poll of

experienced landscape professionals and an informal
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Read this if you're not generating
25% or more in extra revenues
from each maintenance account

BY RON HALL / EDITOR-IN-CHIEF

revenu

Landscape Manage-

you include in your particular

major tree work. The

ment on-line survey

tree work he subs at

definition, most owners agree

this past winter sug- a fair markup. these enhancements are crucial

gests that most expect “Many of my cus-  to their company’s long-term

to sell 20% to 30% tomers have been success and growth.

more in extras. The s with me 10 to 15 Joe Skelton, business consul-
Paul Siciliano

percentage should be years. When we get tant and former owner and

even higher for upscale residen-  them, we generally keep president of Atlanta-area

tial properties, believes Paul Si-
ciliano, owner of Siciliano Land-
scaping in New Jersey

Siciliano says about half of
the maintenance revenues of
his 19-year-old company,
which grossed $600,000 this

them,” says Siciliano. “They tell
me, ‘Paul I want my property
taken care of,’ because when
they come home from work
they expect it to look a certain
way. When they have people
over, they expect it to look a

Lifescapes, Inc., describes en-
hancements as “any services
provided that are not in the
base contract and therefore an
additional charge to the client.”
They may be as simple as re-
placing a single plant on a prop-

past season, come from main- certain way.” erty or as complex as a total re-
taining upscale residential design of a property, he says.
properties in pricey Bergen Where is this extra work? This additional revenue is

County. In fact, he often dou-
bles the revenue of some of his
annual base contracts on resi-
dential properties by providing
extra-charge services each sea-
son— extra mulching, addi-
tional pruning, turf renova-
tions, flower pots/beds,

landscape debris removal and

You say you're not getting this
extra work? Or, at least, not at
the level you think you should?
Keep reading.

Most landscape company
owners refer to these extra sales
as enhancements. Others call
them remedial services, add-ons
or upsells. Whatever services

often “hidden” to the contrac-
tors whose main concern is ful-
filling just the maintenance
agreement letter and flying to
the next job site. Experienced
owners, however, see enhance-
ment opportunities in just
about every corer of a prop-
erty, especially if they're ac-
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SELLING ENHANCEMENTS

quiring a landscape that hasn't
been properly maintained or is
starting to show its age.

The key to unlocking these
revenue opportunities is “edu-
cating” clients by telling them
how extras will make their lives

and jobs more pleasant or easier.

Property owners and managers
warm to any suggestions for
landscape improvements that:
» improve the safety of the
property,

» improve the site's curb
appeal,

» lower monthly expenses,
such as improvements to an
irrigation system that offers
substantial water savings, or
» replace dead or unsightly
plants before customers
complain.

“Most property managers are
stressed because they're short of
time, over budget, have low oc-
cupancy or are dealing with
complaints from owners or ten-
ants,” says Skelton. “Anything
your company can do to address
any of these issues will make you
more valuable to them.”

Landing a maintenance ac-
count, in all but the most cold-

blooded bid situations, should
signal the start of a long-term
business relationship. The con-
tractor gets this “partnership” off
to a good start by meeting with
the person managing the prop-
erty, getting to know as much as
they can about the property
(paying particular attention to
its budget) and then presenting

Wy
By
-

Why enhancements

are good

This “value-added” ser-
vice can differentiate you
from your competition.

You can create strong,
lasting relationships with
property managers,

the manager with a proposal
that meets his/her needs.
“During an initial meeting
with a property manager, you
have to have your ears open
and your ballpoint pen turned
on so you can write things
down,” says Rick Kier, owner
of ProScapes, Inc., Jamesville,
NY. “One of the first questions

It's easier to sell to current
clients than find new ones.

You're actively answering
a customer need instead of
reacting to a problem.

You can increase your
company's revenue with-
out adding more clients,

Your cost-saving recom-
mendations may allow you
to renew contracts without
a price increase (or even a
price reduction).

It can help you build
strong synergies between
your maintenance and con-
tracting departments.

The potential is incredi-
ble. In one year, my com-
pany had base mainte-
nance contracts of $2.3
million. It added $360,000
in seasonal color and
$800,000 in enhancements
(35%).

In addition to mainte-
nance enhancements, you
can land sizable installation
and/or construction pro-
jects on the site.

If you don’t offer this ser-
vice, your competition will.

— Joe Skelton

that I always ask is, ‘What did-
n't work out so well for you in
the past?’ or “What services
did you like on your land-

full palette of maintenance ser-

When enhancements
are bad

They're proposed as a result

vices up front. They choose

what they want, depending

upon needs and budgets.
“When I present the con-

scape?’ | want to find out ex-
actly what they’re thinking.”
Kier's 25-year-old company
derives about 70% of its $1.2
million revenues from com-

Your proposal doesn't

of a customer’s complaint demonstrate a cost savings tract, | have it broken out by
They're unanticipated and or show its value to the service. I then go through each
é ; F : o :

ervice and ex 5 C
not in the client’s budget property service and explain it to clients
so they understand the value

The customer cannot jus ; : a o h oy
! mercial maintenance. Kier of it,” says Kier. “We get a lot

does all the selling for his firm
and offers potential clients a

The client expected the

ify the proposed expense
service to be included in tify the proposed exg

of people who understand

his/her monthly contract Joe Skelton

continued on page 32
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continued from page 30
and, in many cases,
opt for those services

of aU.S. Lawns firm
risks moving too far
into installation and

that they might not loses focus on his
have otherwise. core business.

“We try not to These landscap-
overdo it or underdo RN ers, like others, seek
it,” he adds. “We want our to develop trust-based and
clients to be getting the right mutually beneficial relation-
level of service. I'm in this busi-  ships with those who make

ness for the long run. I'm inter-
ested in having a good long-
term relationship.”

For this reason, Kier likes to
sign a new client to a one-year
contract as “an education
process” for both parties. If it
works out, he seeks a multi-year
agreement. Even then Kier
doesn’t slow down. He contin-
ues to “educate” the client about
additional services he feels are

right for the property.

Different strokes
Fredric R. Haskett is a Senior Fa-
cilitator with Orlando-based
U.S. Lawns and regularly advises
franchise holders whose target
market is commercial mainte-
nance. Most of these operations
gross $500,000 to $1 million an-
nually, with contracts of $600 to
$1,000 monthly. He advises his
owners to keep the percentage
of “remedials” they sell below
30% of base contracts. An 80/20
ratio is right for their operations.
“We're maintenance con-
tractors,” he stresses. “Mainte-
nance work has reliability. It
provides a certain level of stabil-
ity and security.” Haskett be-
lieves that once the percentage
of extra services exceeds a cer-
tain level, however, the owner

property management deci-
sions, Haskett emphasizes.
Joe Munie, owner of
Munie Outdoor Services,
Inc., Caseyville, IL, takes a
consultative approach to of-
fering enhancements. He
prefers to “guide” clients in
the direction of an extra ser-
vice such as a renovation.
“We can inform a customer
that their landscape is 20 years
old and tell them something

Parking islands often

need ‘extra’ services.

like, ‘You ought to be thinking
about this particular issue in the
next couple of years.” And
sometimes they’ll say, ‘Well,
let's do something now.’
“Generally, customers know
what they want. You just have
to inform them of their options
and try to find a way to make it
available to them,” says Munie.
Munie Outdoor Services also

Skelton’s powerful
selling strategy

Consultant Joe Skelton
suggests this “Pro-Active

Site Analysis Program” to in-
crease your service offerings

to core maintenance ac-

counts. Here's how it works:

Determine when each

property manager must

submit his/her budget for
the coming year.

Schedule a meeting
with a property man-

ager to discuss his/her goals

and objectives. Do this well
in advance of when they
submit their budget.

Thoroughly inspect the
site, paying particular

has a strong construction pres-
ence in its St. Louis market
area, so it sometimes lands big-
ticket property enhancements
from maintenance clients.

But a maintenance com-
pany doesn't have to deliver
every enhancement it offers
clients if it can count on the ser-
vices of reliable subcontractors.

Sub for success
For example, Rob Estes, owner
of Estes Lawn Maintenance,
Peachtree City, GA,
maintains strong
working relationships
with a chemical ap-

4

plication company W

\V

(Whitley's Lawn

Service) and a tree
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attention to problem areas
and opportunities for im-
provement.

Prepare a professional

presentation book with
photos and descriptions of
each area to be improved.

Describe the problem,

the solution, potential
savings, and the budget for
each area.

Offer recommenda-
tions in a pick-and-
choose format in your pre-
sentation. Some properties
may have many pages of

options to consider.

care/removal company
(White-Meadows Tree Ser-
vice), allowing his team to
focus on basic maintenance
and providing extras such as
lawn and bed renovations, and
also installations through Rob’s
other company, Estes Land-
scape Design.

Estes acknowledges there's s
a risk when relying upon subs,
and the margins aren't as large
as if his guys did the work. “But
it's worth it because we can
offer all the services
that clients need for
their piece of mind,”
says Estes. um

— To comment,
contact the author at

Atlanta’s Rob Estes  rhall@advanstar.com.
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