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TheISCCIlCI bi“t!]Challenge
v

Most contractors hit revenue plateaus trying to maintain
quality and margins while growing. The typical failure pattern:

1. Win more work (great!)

2. Add more crews to handle capacity

3. Pricing becomes inconsistent across estimators
4. Some jobs profitable, others lose money

5. Overall margins shrink

6. Owner working 70-hour weeks to manage chaos

The Production
Rate Solution

Top-performing contractors who scale successfully have one
thing in common: systematic, data-driven production rates
that enable consistent estimating regardiess of team size.

< Create Note F

The 4-Stage Growth Model

STAGE 1| $1IM-$2M (Owner-Operator Plus) Flower Note

@ owner does most estimating

@ 2-3 crews

Template: Flower X

@ Pricing is “gut feel” based on experience Over-all Appearance

@ Works until volume exceeds owner capacity —

Good



STAGE 2 | $2M-$3M (Delegation Crisis)

@ Hire first dedicated estimator/salesperson

@ Pricing inconsistent—owner prices differently than new hire
@ Margin variability increases

@ Growth stalls as quality issues emerge

STAGE 3 | $3M-$4 M (Systemization)

@ Critical transition: Implement standardized production rates
© Multiple estimators work from same baseline

@ SsiteRecon or similar tools for consistent measurements

©@ Margins stabilize, growth resumes

STAGE 4 | $4M-$5M+ (Scale)

@ Production rate database is competitive advantage

@ sales team can grow without quality/margin sacrifice

© Data-driven optimization (Which equipment upgrades yield best ROI?

Which service lines are most profitable?)

@ Path clear to $10M+

The Key Insight €

You can't scale what you can’t systematize.

Production rates are the foundation of systematization.
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Building Your Annu
Rate Review Pro

Step 1| Data Collection (Ongoing)

Set up systems to capture actual performance:

Field Data Collection:
@ Crew time tracking by service type and property
@ Equipment performance logs

@ Complexity factor notes (access issues, obstacles, etc.)
@ Weather impact documentation

Financial Data: Ay v o
@ Actual labor costs per hour (including burden) —— :
@ Equipment operating costs

@ Materials costs and waste percentages

@ Overhead allocation by service line

.. Yoursite, 131 Sitara Lane, FL, USA, has received c
of12,5 from Account Manager James Portnoy or
e Visit your Assessment Dashboard to see more ¢

oot cons®

Tools to Use:

@ Time tracking apps (Clockshark, TSheets, etc.)
@ Equipment telematics data

@ Accounting system job costing reports
@ SiteRecon measurement history I

s

Step 2 | Annual Analysis Workshop (Q4/Q1)

Recommended Participants:

Operations Manager | Lead Estimator(s) | Field Supervisors | Crew Leaders
Business Development Manager | CFO/Controller



Hour 1 Review Past Year Performance

@ Which service lines hit target margins?

@ Where did we see unexpected cost overruns?

@ What changed in the field (equipment, crew efficiency, etc.)?

Hour 2 Benchmark Comparison

@ Review SiteRecon regional benchmark data
@ Compare internal rates to industry standards
@ Identify outliers and investigate root causes

Hour 3 Market Factors & Adjustments
@ Labor cost projections for coming year
@ Fuel/equipment cost trends

@ Competitive landscape assessment
@ New service offerings or capabilities

Hour 4 Final Rate Setting & Documentation
@ Establish updated production rates for all services
@ Document assumptions and adjustment factors
@ Create implementation timeline
@ Assign training responsibilities

Step 3 | Implementation & Training (Q1/Q2)

Set up systems to capture actual performance:

Team Training: System Updates: Quality Control:
All-hands meeting to Update estimating First 30 days:
explain rate changes software/spreadsheets Review all estimates
and rationale with new rates before sending
One-on-one coaching Revise proposal Track win rates and
for estimators on templates and margin realization
applying new rates pricing guides Gather feedback
Role-play exercises Update SiteRecon from team on rate
for sales team on custom rate settings usability

defending pricing Make minor changes

Create quick-reference as needed
guides for field use



Step 4 | Quarterly Check-Ins

Don’t wait a full year to course-correct:

Q2 Review (April/May):

@ Are we hitting margin targets?

@ Any service lines showing consistent overruns?
@ Market conditions changed unexpectedly?

Q3 Review (July/August):

@ Mid-year performance vs. projections

@ Competitive pressure check

@ Any operational improvements we can quantify?

Q4 Review (October/November):

@ Begin data collection for annual workshop
@ Preliminary benchmark comparison

@ Schedule annual workshop

Strategic Use Cases for Maximum ROI .

1. Pre-Qualify Every Inbound Lead (15 minutes)
@ Prospect calls: “Can you bid on our office park?”
@ During call: Pull up property in SiteRecon, get instant measurements

@ Qualify budget fit immediately, don't waste time
on mismatched opportunities

@ Send same-day ballpark estimate to serious prospects

2. Rapid Response on High-Value RFPs (Same Day)
@ RFP lands at 2 PM Monday

@ Measurements done by 3 PM

@ Detailed proposal delivered by EOD

@ Competitor still scheduling site visit for Wednesday



3. Consistent Multi-Estimator Pricing

@ All estimators work from identical measurements

@ Apply standardized production rates

@ Eliminate the “Bob prices high, Susan prices low” problem
@ Scale your sales team confidently

4. Portfolio Analysis for Account Management

@ Measure all existing properties annually

@ Identify scope creep before it impacts margins

@ Data-driven contract renewal conversations

@ Upsell additional services based on actual measurements

Real-World Example: Charlotte
Commercial Landscaping

Background:

$1.8M revenue in 2021
Owner +1estimator + 4 crews

@ ®© 0

B @ O

18% margin (good but inconsistent)
Goal: $4M by 2024

Changes Implemented: Results by End of 2024:
Q4 2021: First annuall $4.2M revenue (134% growth)
production rate workshop 21% margin (3-point
Q12022: Adopted SiteRecon improvement despite growth)
for all measurements Owner working 45-hour weeks
Q2 2022: Standardized estimating vs. 65-hour weeks
process with production rate database 3 estimators, all pricing
Q3 2022: Hired second estimator within 5% of each other
trained on standardized system) 38% win rate vs. 25% previously

2023: Continued annual rate
reviews and system refinement

What Made the Difference?

Before, | was the bottleneck. Every estimate had to run through me to make sure pricing
was right. Now with standardized rates and SiteRecon measurements, my team is
pricing 90% of jobs without me touching them. I'm focused on strategy, key accounts,
and optimizing our operations—not checking spreadsheets.

- Owner/CEO




Common Pitfalls To Avoid

x Mistake #1: “Set It and Forget It”
The Problem: Creating production rates once and never updating them.

The Fix: Annual reviews minimum, quarterly check-ins recommended. Labor costs,
equipment capabilities, and competitive dynamics all change—your rates must too.

x Mistake #2: Using Industry Averages Without Customization

The Problem: Applying published benchmarks (like those in this guide)
directly without adjusting for your specific situation.

The Fix: Use benchmarks as starting points, then validate against your actual
field data. Your equipment, crew skill, and regional factors create unique
performance characteristics.

x Mistake #3: Failing to Track Actual vs. Estimated

The Problem: No system to compare how long jobs
actually take vs. what you estimated.

The Fix: Implement simple time tracking and job costing. Even tracking 20-30
representative jobs per quarter gives you valuable calibration data.

x Mistake #4: Overcomplicating the System

The Problem: Creating 47 different rate categories with complex
adjustment factors that no one understands.

The Fix: Start simple. Three difficulty levels (easy/moderate/difficult) for major service
categories is enough. Add sophistication gradually as your team masters the basics.

x Mistake #5: Not Training the Field on “Why"”

The Problem: Crew leaders don't understand production targets,
so they don't manage them.

The Fix: Share production expectations with field teams. “This property is budgeted
for 4.5 hours based on X sq ft of turf and Y obstacles.” When crews understand the
“why,” they help you hit targets.



Technology Stack For
Modern Estimating

The most efficient contractors in the $3M-$5M range
leverage technology at every step:

Property Measurement: SiteRecon
@ Remote Al measurements

@ Localized benchmark data

@ Multi-layer service mapping

@ Integration with major platforms

Time Tracking: ClockShark, TSheets, or similar
@ Track actual crew hours by job

@ GPS verification

@ Mobile clock in/out

@ Integration with accounting

Business Management: Aspire, BOSS, Real Green, Jobber
@ Job costing and profitability tracking

@ Production rate libraries

@ Estimate templates

@ Customer relationship management

Accounting: QuickBooks, Sage, or industry-specific
@ Actual cost tracking

@ Labor burden calculations

@ Overhead allocation

@ Financial reporting

Integrqtion is Key: Look for tools that talk to each other.

SiteRecon integrates with major landscape management platforms
to push measurements directly into your estimating system.




NeXxt Steps: implementation
30-Day Action Plan

Week 1: Assessment

o Review your current estimating process

o ldentify where you have production rate data vs. where you're guessing
o Calculate your current average time from RFP to proposal delivery

o Document your current win rate and average margin by service type

Week 2: Benchmark

o Take an online tour of SiteRecon (www.siterecon.ai/tour)

o Compare 5-10 of your recent estimates to SiteRecon measurements

o Review your production rates against the 2025 benchmarks in this guide
o Identify your 3 biggest opportunities for improvement

Week 3: Pilot

o Start free trial with SiteRecon (www.siterecon.ai/start-free)
o Measure your next 10 RFPs remotely instead of site visits

o Track time saved and accuracy

o Get team feedback on the process

Week 4: Plan

o Schedule your annual production rate review workshop (even if not Q4)
o Identify which team members should participate

o Gather last 12 months of job costing data

o Document your current production rates to establish baseline

90-Day Transformation Goals
By end of 90 days, successful implementers typically achieve:
50% reduction in time spent measuring properties
+15% increase in estimate volume capacity
Documented production rates for all major service categories
Standardized estimating process usable by entire team

Measurable margin consistency across estimators



CONCLUSION:

The Competitive
Advantage Of Data

The commercial landscape industry is professionalizing rapidly. The contractors
who will dominate the $5M-$20M tier over the next 5 years are those who:

« Treat estimating as a strategic capability, not administrative overhead

« Leverage technology to scale without sacrificing quality

+ Make data-driven decisions on pricing, equipment, and resource allocation
« Build systems that enable growth, not just manage current volume

Production rates are the foundation of all of this. They're not just numbers in a
spreadsheet—they're the DNA of your pricing strategy, the guardrails for your
margins, and the framework that allows you to scale.

The question isn't whether to invest time in production rate management. The
question is whether you'll do it systematically and leverage modern tools, or
continue with inconsistent “gut feel” approaches while competitors pass you by.

Your Next Step
Pick one of the four action options above and do it today:
1. Tour the platform -» www.siterecon.aiftour

2. Talk to sales » www.siterecon.aif/contact By far the best landscapsjindListry
. . Measuring Platform! This software is best
3. Book a demo » www.sﬂerecon.m/demo and class and our account manager

Satya provides a top shelf experience!!!

Patrick Spusta
Director of Sales, Gardens of Babylon

Landscape

4. Start free » www.siterecon.ai/start-free

The contractors who are winning in 2025 aren't just
working harder—they're working smarter. Join them.

About SiteRecon

SiteRecon is the leading Al-powered property measurement and estimating platform for
commercial landscape contractors across North America. With millions of acres measured
annually, we provide the industry’s most comprehensive localized benchmark data and
fastest remote measurement capabilities.

Our mission: Help growing contractors scale profitably through data-driven precision.

This white paper is intended for educational purposes. Production rates are estimates based on
industry research and should be validated against your specific conditions before implementation.
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