Sample Business Plan: Scaling a Grout Cleaning
In the American Market

GroutGuard Solutions LLC (Colorado LLC, founded January 15, 2024) provides professional grout cleaning services to
Denver homeowners and commercial clients at $249 for 300 sq ft jobs, targeting $420,000 Year 1 revenue. Founder

Marcus Rivera scaled ServiceMaster Denver to $2.1M revenue in 3 years; COO Sarah Chen reduced Molly Maid
Southwest's churn to 9.2% in 2022.



SECTION 1: EXECUTIVE SUMMARY

27.4 million US homes with tile flooring report grout dissatisfaction (Consumer Reports 2023), costing homeowners
$1.2B annually in failed DIY attempts. GroutGuard solves this with proprietary low-moisture steam extraction (1-2 hour
dry time vs. industry 6-8 hours) and antimicrobial sealing proven to inhibit mold 18 months. We charge $249 for 300 sq
ft residential jobs (74% of revenue), $499 premium packages (18%), and $1,200-$3,500 commercial contracts (8%),
achieving 68% gross margin through $77.50 COGS per job (2.5 labor hours @ $24/hr + $15 supplies).

We target homeowners aged 35-65 in Denver ZIPs 80210/80209 ($98k median income) and commercial clients like
Airbnb hosts (32% of initial bookings). Year 1 revenue: $420,000 from 1,312 jobs (109/month average). Fixed costs:
$13,333/month. Break-even at 61 jobs/month (Month 8). EBITDA positive by Month 14 with $110,000 Year 1 cash
flow.

Seeking $250,000: $150,000 convertible note (60%), $75,000 SBA 7(a) loan (30%), $25,000 founder equity (10%).
Funds deploy to: $98,000 equipment (3 Prochem extractors @ $32,667), $35,000 digital marketing (Google Ads CPC
$4.20, 6.8% conversion), $71,000 working capital. Milestones: 734 break-even jobs by Month 8, 3 new crews by Q4
2025, 23.8% net margin by Year 1 end.



SECTION 2: COMPANY OVERVIEW

Colorado LLC formed for liability protection and pass-through taxation. Denver HQ (3450 S. Broadway) chosen for
1.2M metro population, 68% tile ownership (NAHB 2023), and 5.2% cleaning market growth. Ownership: Rivera 60%,
Chen 25%, Rocky Mountain Ventures 15%. Registered with EPA (antimicrobial use), OSHA compliant, $1M liability
insurance.

Marcus Rivera (CEO): Grew ServiceMaster Denver revenue from $780K to $2.1M (2019-2022), IICRC-certified. Sarah
Chen (COO): Drove Molly Maid Southwest retention to 90.8% in 2022, managed 37-technician team. Dr. Evelyn
Torres (CSO): Developed EPA Safer Choice-certified sealant formula reducing mold regrowth 92% in CU Boulder
trials.

Date Milestone Status Next Steps
Jan 2024 Company formation Complete Secure initial equipment
financing
Feb 2024 First 3 jobs completed Complete Optimize technician
workflow
Mar 2024 Google Ads campaign Complete Scale to $5k/mo ad
launch spend
Jun 2024 Break-even at 61 Target Add 4th technician
jobs/month
Sep 2024 GroutGuard+ Target Acquire 50 subscribers

subscription launch

Dec 2024 EBITDA positive Target Secure Colorado
Springs expansion loan

Mar 2025 Commercial contract #1 Target Negotiate 12-month
(gym chain) renewal
Jun 2025 2nd service hub launch Target Hire COO for new

market



SECTION 3: MARKET ANALYSIS

TAM: $1.8B US grout cleaning (IBISWorld 2024). SAM: $128M Western US (CO, UT, WY, ID, NV; 7.1% growth).
SOM: $4.2M Denver metro (2025-2026; 0.33% SAM capture). Methodology: TAM = US tile homes (121M) x 22% grout
cleaning penetration x $68 avg job (ServiceTitan 2023). SAM = TAM x 7.1% Western population share. SOM = SAM x
3.3% Denver market share (per ServiceMaster density).

Primary customers: Homeowners 35-65 in single-family homes (74% revenue), median income $98k, willing to pay
$250+ for certified services. 42% report DIY failure (Consumer Reports). Secondary: Commercial clients (18%
revenue) spending $1,200-$3,500/month on 1,500-4,000 sq ft spaces. Buying behavior: 68% book within 72 hours of
guote; 70% use online research.

Trends: 1) Tile flooring in 68% of US homes (NAHB 2023), growing at 3.2% annually. 2) Post-pandemic mold
prevention demand up 27% (EPA 2023). 3) Commercial tile maintenance contracts growing at 9.4% (BOMA 2024). 4)
Eco-friendly product preference up 33% among homeowners (Nielsen 2023).

Segment Size ($) Growth Rate Our Share Target Rationale

Residential one-time $945M 6.8% 0.03% 74% Year 1 revenue;
low CAC via digital
ads

Premium restoration $324M 8.2% 0.015% 18% revenue; $499
avg job drives margin

Commercial $315M 9.4% 0.024% 8% revenue; 25%

contracts lower churn than

residential

Subscriptions $216M 12.1% 0.008% Launch Q3 2024;
20% discount locks
retention

Category Total Addressable Serviceable Serviceable Methodology

Available Obtainable
US Market $1,800,000,000 $128,000,000 $4,200,000 TAM: IBISWorld;

SAM: Western
population %; SOM:
Denver density
analysis



SECTION 4: COMPETITIVE ANALYSIS

Direct competitors: Stanley Steemer ($299/job, 45% market share, limited grout specialization), Chem-Dry ($275/job,
franchise model, encapsulation method ineffective on deep stains), 12 local operators (avg. $225/job, inconsistent
quality). Indirect: DIY products ($15-$50 retail, 42% failure rate), Angi ($60/lead, variable technician quality). No
competitors offer antimicrobial sealing with 18-month mold guarantee.

Competitive advantages: 1) 1-2 hour dry time (vs. 6-8 industry standard) via Prochem low-moisture extractors,
reducing customer complaints by 78% in pilot tests. 2) NSF-certified antimicrobial sealant inhibits mold 92% longer
than competitors (CU Boulder lab results). 3) IICRC-certified technicians with background checks; industry average:
35% uncertified labor. 4) GroutGuard+ subscription at $399/year (20% discount) targets 8% annual churn vs. industry
22%.

Competitor Revenue Est. Pricing Key Strength Key Weakness Our
Differentiation
Stanley Steemer $1.2B $299/job Brand Generic carpet Specialized
recognition cleaning focus grout science;
33% faster dry
time
Chem-Dry $950M $275/job Franchise Encapsulation Steam extraction
network ineffective on removes deep
aged grout contaminants
Denver Tile $380K $225/job Local presence No EPA-certified EPA Safer
Masters products Choice sealant;
18-mo mold
guarantee
DIY Products $210M $15-$50 Low cost 42% failure rate Professional
(CR 2023) results; 100%
satisfaction
guarantee
Angi $520M $60/lead Lead volume Unvetted Certified crews;
technicians mystery shopper
quality control
Strengths Weaknesses Opportunities Threats

Proprietary low-moisture
tech (1-2h dry)

68% gross margin (vs
55% industry avg)

Limited brand
awareness in Year 1

Dependent on 2
founders for sales

Commercial contract
growth (9.4% CAGR)

Subscription model (12:1
LTV:CAC)

DIY product innovation
(e.g., better steamers)

OSHA regulation
changes for cleaning
agents



IICRC-certified
technicians (100%)

18-month antimicrobial
guarantee

Seasonal demand (Q1
slowest)

No physical storefront

Franchise model by
Year 4

Real estate agent
partnerships (25%
commission)

Technician turnover
(industry 35%)

Price wars with local
operators



SECTION 5: PRODUCTS & SERVICES

Core service: Steam extraction at 240°F (kills 99.9% mold spores per CU Boulder tests) with 0.5-gallon water usage
(vs. industry 2+ gallons), reducing drying time to 90 minutes. Includes grout brushing, soil extraction, and antimicrobial
sealing. Premium package adds color sealing (30 color options) and pH-balanced cleaning to prevent grout erosion.
Commercial contracts include quarterly deep cleans with priority scheduling. GroutGuard+ subscription delivers
biannual service with 20% discount and loyalty points.

Pricing set at 15% premium to local competitors based on 2023 Denver consumer surveys showing 63% willingness to
pay more for certified mold prevention. $249 base price covers 300 sq ft (avg. bathroom); $0.75/sq ft overage.
Premium package $499 (100% margin on overage). Commercial discounts at 15-25% for 6+ month contracts.
Subscription $399/year locks $80 annual savings vs. one-time pricing.

Tier Price Features Target Expected % Gross Margin
Customer Revenue
Standard $249 (300 sq ft) Steam Homeowners, 74% 65%
extraction, basic Airbnb hosts
sealant
Premium $499 (300 sq ft) Color sealing, High-end 18% 78%
2-yr mold homes, real
guarantee estate prep
Commercial $1,200-$3,500/mo Monthly service, Gyms, clinics, 8% 72%
volume discount restaurants
GroutGuard+ $399/year Biannual Retention-focused 0% (Year 1) 75%
service, priority homeowners
scheduling
Metric Value Calculation/Notes
Price per service $320 Avg. of all job types (Year 1)
COGS per service $102.40 Labor: 2.5 hrs x $24/hr = $60;
Supplies: $42.40
Gross Profit per service $217.60 $320 - $102.40
Gross Margin % 68% $217.60 / $320



CAC

LTV

LTV:CAC

Payback Period

$85

$1,020

12:1

4.7 months

$60k marketing spend / 706
customers (Year 1)

2.4 jobs x $320 x 1.33 (premium
upsell) x 1.25 (commercial/subs)

$1,020/ $85

CAC / (Gross Profit per job x
jobs/month per customer)



SECTION 6: MARKETING & SALES

Digital channels drive 70% of $60k Year 1 marketing budget: Google Ads ($3,500/mo targeting "grout cleaning
Denver", CPC $4.20, 6.8% conversion), Facebook/Instagram ($2,000/mo targeting homeowners 35-65 in ZIPs
80210/80209), YouTube educational content (50k views/mo). Partnerships: Real estate agents (10% referral fee, 15
closed leads/month), Airbnb managers (15% bulk discount). Local: Door hangers in high-income areas ($0.12/lead),
Denver Home & Garden Show ($5k booth cost).

Sales cycle: 1) Lead (online form/call/referral), 2) Quote (instant online estimator or 15-min phone assessment), 3)
Booking (70% convert within 72 hours; 48-hour avg. turnaround), 4) Service (GPS-tracked dispatch), 5) Follow-up
(SMS survey + photo proof), 6) Retention (GroutGuard+ offer post-service). Close rate: 38% from leads to booked
jobs.

Retention: 90-day email with 15% off ($58.60 CAC reduction), loyalty points ($1 = 1 point, 500 points = free sealing),
referral program ($50 credit), automated resealing reminders (every 22 months). Target churn: 7.5% annually for
subscribers vs. 18% industry average.

Channel Monthly Budget Expected CAC E Conversion Expected ROI
L Rate Customers/Month
Google Ads $3,500 $62.50 588.8% 39.6 278%
Social Media $2,000 $74.07 270 5.5% 14.9 195%
Real Estate $1,250 $83.33 15100% 15.0 308%
Partners
Door Hangers $800 $47.06 1717.6% 3.0 362%
Angi/HomeAdvisor ~ $750 $125.00 1250% 6.0 74%
Month Google Ads Social Content/SEO  Events Other Total Expected Expected
Media Leads Customers
1 2000 1000 500 0 500 4000 333 18
2 2500 1250 500 0 750 5000 417 23
3 3000 1500 500 0 1000 6000 500 27
4 3500 2000 500 (0] 1000 7000 583 32
5 3500 2000 500 0 1000 7000 583 32
6 3500 2000 500 0 1000 7000 583 32
7 3500 2000 500 2000 1000 9000 750 41
8 3500 2000 500 2000 1000 9000 750 41
9 3500 2000 500 2000 1000 9000 750 41
10 3500 2000 500 2000 1000 9000 750 41

11 3500 2000 500 2000 1000 9000 750 41



12

3500

2000

500

2000

1000

9000

750

41



SECTION 7: OPERATIONS

Operations: 3 mobile crews (6 technicians) using Housecall Pro for scheduling (2.5 jobs/crew/day; 6-8 jobs/tech/week).
Service window: 8AM-5PM Mon-Sat. Workflow: 1) Online booking -> 2) Technician dispatch (GPS-tracked) -> 3)
Steam extraction (2.5 hrs avg) -> 4) Photo documentation -> 5) SMS follow-up. Capacity: 1 crew handles 50 jobs/week
at 80% utilization. Vans stocked with climate-controlled sealant storage.

Key vendors: Prochem USA (extractors, $12,500/unit, 3-year warranty), EcoClean Labs (custom solutions,
$180/gallon, 50-gallon min), Klenzoid (sealant, $220/gallon). Tech stack: Housecall Pro ($129/crew/mo), QuickBooks

Online ($40/mo), Mailchimp ($100/mo), GroutGuard Mobile app ($5k dev cost).

Vendor/Supplier

Service

Monthly Cost

Contract Terms

Backup Option

Prochem USA Steam extractors $0 (capex) 3-year warranty Carpet Cleaners Inc.

EcoClean Labs Cleaning solutions $1,500 12-month min Chemspec Global

Klenzoid Antimicrobial sealant $1,833 Net 30 terms SealTech Inc.

U-Haul Van leasing $1,200 24-month lease Enterprise Fleet

Housecall Pro Field service $387 Month-to-month Jobber

software

Tool Purpose Monthly Cost Users Alternatives
Considered

Housecall Pro Scheduling, invoicing $387 8 Jobber ($450/mo)

QuickBooks Online Accounting $40 2 Xero ($30/mo)

Mailchimp Email marketing $100 2 Klaviyo ($200/mo)

Google Workspace Email, docs $18 6 Microsoft 365
($20/mo)

Slack Team communication $0 6 Teams ($0)



SECTION 8: MANAGEMENT TEAM

Organizational structure: CEO (Rivera), COO (Chen), 4 technicians (Year 1), adding sales manager in Q2 2025.
Compensation: Technicians $22-$28/hr (top 25% local market), 5% revenue bonus at 110% quota. No executives take
salary until Month 7; Rivera draws $4,000/mo after profitability.

Advisory board: Dr. Evelyn Torres (Environmental Microbiology PhD, consults 10 hrs/mo for 0.5% equity), Mike
Henderson (ex-ServiceMaster Regional VP, $150/hr). Both provide technical validation and industry connections.

Month Role Salary Priority Source Onboarding
Time

1 Technician #1-2 $3,520/mo Critical Craigslist 2 weeks

3 Technician #3-4 $3,520/mo High Indeed 3 weeks

5 Sales $3,200/mo Medium Internal 1 week
Coordinator promotion

7 CEO Salary $6,000/mo Critical Founder N/A

9 COO Salary $5,200/mo Critical Founder N/A

11 Sales Manager $4,800/mo High Robert Half 4 weeks



SECTION 9: FINANCIAL PLAN

Key assumptions: 1) 15 new customers/month in Year 1 (growing to 25/month in Year 2). 2) Avg revenue per
customer: $320 (residential), $1,950 (commercial). 3) Monthly churn: 1.5% residential, 0.8% commercial. 4) COGS:
32% of revenue (labor 22.5%, supplies 9.5%). 5) CAC: $85 (Year 1), falling to $62 by Year 3. 6) 4 technicians at 31.36
hrs/week avg.

Revenue model: 74% residential one-time ($249 base), 18% premium packages ($499), 8% commercial contracts
($2,350 avg/mo). Growth drivers: Digital ad scaling (7.1% MoM lead growth), commercial partnerships (15% referral
fee), subscription rollout (20% discount locks retention). Price increases: 3% annually starting Year 2.

Cost structure: Fixed costs 50.4% of OpEx ($160,000/year: software $15k, insurance $12k, loan $10.5k, admin
$22.5Kk). Variable costs 49.6% ($160,000: labor $138k, supplies $38k, marketing $60Kk, vehicle $24k). Labor scales at
0.8 technicians per 300 jobs. Marketing scales at 14.3% of revenue.

Funding: $250,000 for $98,000 equipment (39.2%), $35,000 marketing (14%), $71,000 working capital (28.4%),
$18,500 vehicles (7.4%), $12,000 software (4.8%), $8,000 inventory (3.2%), $7,500 legal (3%). Funds provide 11.2
months runway at Year 1 burn rate.

Ci Item Cost
Legal/bfiiradiooperating agreement $1,500
LiceB&stegrstitgion, local business license $850
EqupreEahem extractors $97,500
Equid@drfford Transit vans $65,000
Teclhimisgyall Pro setup $3,000
Setup

Tecl@rologyuard Mobile app $5,000

Setup

Notes

Coloradc
SOS
fees

Denver
city
permit
$350

$32,500

Leased

@
$1,200/n

Custom
workflow
design

iOS/And
developr



Initialleaning solutions (50 gal)
Inventory

InitigBealant (45 gal)
Inventory

Markédhgite development
Launch

Markiogle Ads seed budget
Launch

Mark&tmgagnetic signage
Launch

WorRingpnths operating expenses
Capital

Insu@ereeral liability ($1M)

Profassimunating setup

Fees

Confifgebayfer

Total

C Type Monthly Cost

$9,000

$9,900

$3,500

$10,000

$2,500

$71,000

$4,200

$2,500

$25,000

$250,000

Annual Cost

$180/gal
X
50

$220/gal
X
45

WordPre
+

booking
plugin

3-month
runway

vans

$833

Per
cash
flow
model

Annual
premium

QuickBo
configur:

Unplann
equipme
repair

Notes



Salwaesiftayroll $11,500 $138,000 4
techs

@
$22/hr
avg

Benditable $1,150 $13,800 10%
of
payroll

Fualafiaibkenance $2,000 $24,000 3
vans,
1,200
miles/mo

Cledanmple $3,167 $38,000 $29/job
Supplies X
109
jobs/mo

Rerfiixed $0 $0 Remote
operatior

SofEiare $545 $6,540 Houseca
Pro,
QuickBo«
etc

Instizade $1,000 $12,000 Liability,
workers'
comp

Malkatialyle $5,000 $60,000 14.3%
of
revenue

Proféssibnal $417 $5,000 Accountil
Services legal

Lodfixed $875 $10,500 SBA
Payments 7(a)

7.5%

AdrRiré0verhead $1,875 $22,500 Phone,
utilities,
office

Dejiigeicition $1,354 $16,250 Equipme
@
5-year
straight-i



Fixed Total

Variable Total

Combined Total

Line M1
Item

Revenue 4800

COGS 1536

Gross 3264
Profit

Marketing 4000

Salaries 5750

Rent 0

Software 387

Insurancz 1000

Other 2863
OpEXx

Total 14000
OpEx

EBITDA -10736

Depreciatioh354

EBIT -12090

Interest | 469

Taxes 0
(25%)

Net -12559
Income
Line M1

Item

Beginninc 250000
Cash

Cash 4800

In

(Revenue)

Cash 250000

In
(Funding)

M2

6400

2048

4352

5000

5750

387

1000

2863

15000

-10648

1354

-12002

469

-12471

M2

237441

6400

M3

9600

3072

6528

6000

11500

387

1000

3113

22000

-15472

1354

-16826

469

-17295

M3

224970

9600

$5,612

$20,882
$26,494

M4 M5 M6 M7
12800 16000 19200 25600
4096 5120 6144 8192
8704 10880 13056 17408
7000 7000 7000 9000
11500 11500 11500 11500
0 0 0 0
387 387 387 387
1000 1000 1000 1000
3113 3113 3113 3113
23000 23000 23000 25000
-14296 -12120 -9944 -7592
1354 1354 1354 1354
-15650 -13474 -11298 -8946
469 469 469 469
0 0 0 0
-16119 -13943 -11767 -9415

M4 M5 M6

207675 191556 177613

12800 16000 19200

0 0 0

M7

M8

28800

9216

19584

9000

11500

387

1000

3113

25000

-5416

1354

-6770

469

-7239

165846

25600

$67,340
$250,660
$318,000
M9 M10
32000 35200
10240 11264
21760 23936
9000 9000
11500 11500
0 0
387 387
1000 1000
3113 3113
25000 25000
-3240 -1064
1354 1354
-4594 -2418
469 469
0 0
-5063 -2887
M8 M9
156431 149192
28800 32000
0 0

M11

38400

12288

26112

9000

11500

387

1000

3113

25000

1112

1354

-242

469

-711

M10

144129

35200

M12

41600

13312

28288

9000

11500

387

1000

3113

25000

3288

1354

1934

469

1465

M1l

141242

38400

Year

244800

78336

166464

84000

138000

4644

12000

37356

280000

-11536

16250

-27786

5625

-33411

M12

140531

41600



Total 254800 6400
Cash
In

Cash 1536 2048
Out
(COGS)

Cash 14000 15000
Out
(OpEX)

Cash 0 0
Out
(CapEx)

Cash 0 0
Out
(Debt)

Total 15536 17048
Cash
Out

Net 239264 -10648
Cash
Flow

Ending 237441 224970
Cash

Metric Y1 Y2 Q1
Revenue 420000 210000
COGS 134400 67200
Gross 285600 142800
Profit
OpEXx 220000 110000
EBITDA 65600 32800
Net 100000 50000
Income
Ending 142944 200000
Cash

Metric

Monthly Fixed Costs

Variable Cost per Service

Price per Service

9600 12800

3072 4096

22000 23000

25072 27096

16000

5120

23000

28120

-15472 -14296 -12120

207675 191556 177613

Y2 Q2

240000

76800

163200

120000

43200

60000

270000

Y2 Q3

270000

86400

183600

130000

53600

70000

350000

Value

$13,333

$102.40

$320

19200

6144

23000

29144

-9944

165846

Y2 Q4

300000

96000

204000

140000

64000

80000

440000

25600

8192

25000

875

34067

-8467

156431

Y3 Q1

330000

105600

224400

150000

74400

90000

540000

28800

9216

25000

875

35091

-6291

149192

Y3 Q2

360000

115200

244800

160000

84800

100000

650000

32000

10240

25000

875

36115

-4115

144129

Y3 Q3

35200

11264

25000

875

37139

-1939

141242

390000

124800

265200

170000

95200

110000

770000

Calculation

$160,000/ 12

38400

12288

25000

875

38163

237

140531

Y3 Q4

420000

134400

285600

180000

105600

120000

900000

COGS breakdown

Avg. job revenue

41600

13312

25000

875

39187

2413

142944

Y3 Total

1100000

352000

748000

560000

188000

300000

900000



Contribution Margin per Unit

Contribution Margin %

Break-Even Units per Month

Break-Even Revenue per Month

Expected Break-Even Month

Safety Margin

Metric

Gross Margin %

Operating Margin %

Net Profit Margin %

Current Ratio

Quick Ratio

CAC Payback Period

LTV:CAC Ratio

Monthly Burn Rate

Runway (months)

Y1

68%

23.8%

23.8%

1.8

15

4.7

12:1

$26,494

11.2

$217.60

68%

61

$19,520

Month 8

78%
Y2
68%
28.2%
28.2%
2.1
1.8
3.9
14:1
$0
N/A

Y3

68%

27.3%

27.3%

2.4

2.1

3.2

16:1

$0

N/A

$320 - $102.40

$217.60 / $320

$13,333/$217.60

61 units x $320

Per cash flow projection

(109 - 61) / 109

Industry
Benchmark

55-65% (home
services)

15-20%

10-15%

15

1.0

6-18 months

3:1

N/A

N/A



SECTION 10: RISK ANALYSIS

Top risks: 1) Technician turnover (probability 4/5, impact 4/5) - home services industry average 35% annual attrition. 2)
EPA regulation changes (probability 3/5, impact 5/5) - antimicrobial sealants face 12% annual regulatory updates. 3)
Digital ad saturation (probability 4/5, impact 3/5) - Google Ads CPC rising 8% YoY in home services. 4) Commercial
contract loss (probability 2/5, impact 4/5) - single client loss exceeds 5% revenue.

Mitigation: 1) Technician retention: $28/hr top wage (vs $22 local avg), $500 completion bonus per 12-month tenure,
career path to crew lead ($35/hr). 2) Regulatory compliance: Dr. Torres' lab tests sealants quarterly; 10% R&D budget
for formula adjustments. 3) Ad diversification: Shift 20% budget to YouTube by Q2 2025 (CPC $1.80 vs Google $4.20).
4) Commercial diversification: Target 5+ contracts by Q4 2024; max client cap at 8% revenue.

Risk Probability Impact Risk Score Mitigation Contingency Owner

Strategy Plan
Technician 4 4 16 $28/hr wage + Pre-vetted temp Chen
turnover $500 tenure agency contract

bonus
EPA regulation 3 5 15 Quarterly sealant Alternative Torres
changes testing supplier

pre-qualified
Ad saturation 4 3 12 Shift to YouTube Double referral Rivera
(CPC rise) (CPC $1.80) program budget
Commercial 2 4 8 5+ contracts by Residential Rivera
client loss Q4 2024 promo campaign
Equipment 3 3 9 20% spare parts Prochem service Chen
downtime inventory contract
($200/mo)

Seasonal 5 2 10 Winter Prepay Rivera
demand drop commercial subscription
(Q1) discounts incentives
Price war with 3 2 6 Highlight ICRC Bundle sealing Chen
locals certification with cleaning
OSHA violations 2 4 8 Monthly safety Third-party safety Torres

audits

certification



SECTION 11: IMPLEMENTATION TIMELINE

Year 1 priorities: Achieve 61 jobs/month break-even by Month 8, maintain CAC under $85, secure 3 commercial
contracts. Critical path: Technician hiring (Month 1-3), Google Ads optimization (Month 4-6), subscription launch

(Month 9). Dependencies: Sealant EPA approval (Month 2), van branding completion (Month 1).

Month Milestone Deliverables Resources Success Metric Owner
Needed
1 Operations 2 crews $98k equipment, 15 jobs Chen
launch operational, first $18.5k vehicles completed
10 jobs
2 Digital campaign Google Ads live, $3.5k ad budget, CAC < $100 Rivera
start 500 leads estimator tool
3 Hire 2 additional 4-technician $7k recruitment 25 jobs/week Chen
techs team at 80% budget capacity
utilization
4 Optimize ad CPC < $4.00, $1k A/B testing CAC < $90 Rivera
spend conversion > 7% budget
5 Real estate 3 signed agent 10% referral fee 15 closed leads Rivera
partnerships agreements structure
6 Break-even 61 jobs/month, Working capital EBITDA > $0 Rivera
target positive cash reserve
flow
7 Commercial Gym chain $1.2k discount $1,200 monthly Rivera
contract #1 agreement offer revenue
(1,500 sq ft)
8 EBITDA positive Month 14 Financial $1,112 net Rivera
cumulative dashboard income
EBITDA > $0
9 GroutGuard+ Subscription $2k app update, 5% conversion Chen
launch portal, 50 promo email rate
signups
10 Referral 50 referrals $50 credit 15% lower CAC Chen
program rollout generated system
11 Q4 commercial 2 new contracts Targeted 8% revenue Rivera
push (medical offices) LinkedIn ads from commercial
12 Year 1 review Financial close, Accountant $100k net profit Rivera
Year 2 plan review
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