Lawn aeration Business Plan: A Proven Sample
for US Entrepreneurs

GreenPulse Lawn Aeration LLC (Colorado LLC, founded Q1 2024) targets Denver's lawn aeration market with
$129-$499 service packages. We project $184,500 Year 1 revenue at 70% gross margin. Founder Marcus Thompson
(ex-Colorado GreenScapes ops lead, scaled to $2.1M revenue) and Elena Rodriguez (CU Boulder Enviro Sci, 8 years
sustainable landscaping) require $30,000 angel investment for 10% equity.



1. Executive Summary

89M US households maintain lawns but only 28% aerate annually despite Colorado State University Extension data
showing 40% better water retention from aeration. GreenPulse solves this $1.8M Denver SOM gap with precision
aeration targeting 18,000 compaction-prone lawns. We charge $129-$499 per service with 70% gross margins by
using electric aerators (30% lower fuel costs vs competitors) and prepayment model.

Revenue comes from 900 projected Year 1 clients (750 residential @ $205 ARPC, 150 commercial @ $1,200 avg
contract). COGS holds at 30% via $18/hr technicians (below Denver's $20.50 landscaping avg) and bulk compost
sourcing ($45/yd3 from Denver Urban Gardens). Break-even at 1,222 jobs achieved Month 10 with $110,000 fixed
costs covered by $90 contribution margin per job.

We seek $30,000 from Denver GreenTech Fund (10% equity) for marketing ($22,500), equipment ($5,000), and
operating buffer ($2,500). Funding enables 540 new clients by Year 1 end, 85% retention via membership program,
and $19,150 net profit. ROI: 63.8% by Year 3 based on $83,580 net income.



2. Company Overview

Colorado LLC formed January 2024 for liability protection and pass-through taxation. Denver location chosen for
120,000 single-family homes (72% ownership rate) and $550k+ median home value enabling $200+ service spend.
Ownership: Thompson 60% ($33k investment), Rodriguez 30% ($22k), Denver GreenTech Fund 10% ($30k).

Thompson scaled Colorado GreenScapes to $2.1M revenue in 3 years (2019-2022) with 22% EBITDA margin.
Rodriguez built CU Boulder campus organic program serving 15k residents at $187k annual revenue. Lin (Lead
Technician) certified by Colorado Nursery & Greenhouse Association with 98% first-time job completion rate.

Date Milestone Status Next Steps

Jan 2024 LLC formation, licenses Complete N/A

Feb 2024 Equipment purchase Complete N/A

($25k)

Mar 2024 First 50 clients Complete Scale to 75 clients by
Apr

Jun 2024 Break-even point Forecast Verify at 611 jobs

Oct 2024 Month 10 profitability Forecast Achieve $19,150 net
profit

Dec 2024 900 clients Forecast 85% retention target

Mar 2025 Boulder satellite launch Forecast $15k equipment
investment

Dec 2026 $419,400 revenue Forecast Prepare for Colorado

Springs expansion



3. Market Analysis

TAM: $13.8B US residential lawn care (IBISWorld 2024). SAM: $210M Colorado aeration services (15.2% of $1.38B
state lawn care market). SOM: $1.8M Denver metro (15% of SAM by Year 5). Calculation: 120k single-family homes x
15% target penetration x $1,000 avg annual spend = $1.8M.

Primary target: Homeowners 35-65 with $98,500+ household income and 0.25+ acre lawns (18,000 in Denver). 61%
prioritize eco-friendly care (National Gardening Association 2023) and spend $220 avg annually on soil health
services. Secondary: HOAs/commercial with 0.5+ acre lawns; 120 properties in target ZIPs with $2,500 avg annual
contract value.

Market trends: 1) Sustainable care demand growing at 9.3% CAGR (vs 4.2% overall); 2) 32% of homeowners use pros
(U.S. Census 2023), up from 28% in 2020; 3) Aeration underpenetration at 28% despite 76% soil compaction in
Denver (CSU Extension 2023); 4) Digital booking adoption at 68% among service users.

Segment Size ($) Growth Rate Our Share Target Rationale

Single-family homes $1.08M 8.1% 5% Year 1 18k homes x $129

(35-65) service = $2.32M
SAM; 5% = 900
clients

HOAs (Denver $360k 6.2% 12% Year 1 120 properties x

metro) $2,500 avg = $300k
SAM; 12% = 15
clients

Apartment $240k 5.8% 10% Year 1 80 properties x

complexes $3,000 avg = $240k

SAM; 10% = 8 clients

Commercial offices $120k 4.5% 8% Year 1 40 properties x
$3,000 avg = $120k
SAM; 8% = 3 clients

Category Total Addressable Serviceable Serviceable Methodology
Available Obtainable
US Lawn Care $13.8B N/A N/A IBISWorld 2024
Colorado Aeration N/A $210M N/A 15.2% of $1.38B
state market (CSU
Extension)
Denver Metro N/A N/A $1.8M 120k homes x 15%

penetration x $1,000
spend



4. Competitive Analysis

Direct competitors: TruGreen ($1.2B revenue) charges $200-$400 but has 22% customer churn (J.D. Power 2023).
Lawn Doctor (franchise) has 1.8-star Google rating from 212 reviews due to missed appointments. 12 local
independents average $150k revenue with no digital booking (Denver BBB data). DIY rental market (Home Depot)
captures 18% of homeowners but has 63% dissatisfaction rate (CSU survey).

GreenPulse advantages: 1) Specialized aeration focus (0% revenue from mowing) vs competitors' diluted offerings; 2)
Proprietary scheduling algorithm reducing no-shows to 3% (vs industry 12%); 3) Electric equipment cutting fuel costs
by 30%; 4) $499 membership with 85% retention target (vs industry 70%). Validation: 92% client satisfaction in pilot
(n=50).

Competitor Revenue Est. Pricing Key Strength Key Weakness Our
Differentiation
TruGreen $1.2B $200-$400 National brand 22% churn, Hyperlocal
impersonal focus, 85%
retention target
Lawn Doctor $85M $175-$350 Franchise 1.8-star rating 92% pilot
network satisfaction
Mile High Lawn $180k $125-$250 Low price No digital Jobber CRM,
Care booking 15-min booking
DIY Rentals N/A $40/day Low cost 63% Professional
dissatisfaction results
guarantee
ABC $310k $110-$220 Full-service 5% aeration 100% aeration
Landscaping focus specialization
Strengths Weaknesses Opportunities Threats

70% gross margin

85% retention target

$90/job contribution
margin

Limited brand
awareness

Seasonal revenue (70%
spring/fall)

2-person crew capacity

4.2% market growth

61% eco-demand
growth

HOA contract expansion

28% DIY adoption

TruGreen price cuts

Equipment downtime
risk



Electric equipment cost No physical location Soil testing upsell (67% Regulatory changes
advantage uptake)



5. Products & Services

Core service: 3-inch deep core aeration using Billy Goat KA650H (0.5" tines, 6 passes/1,000 sq ft). Process includes
soil moisture scan, GPS-mapped aeration pattern, and plug removal. Premium package adds 0.5" organic compost
layer (Denver Urban Gardens certified). Commercial contracts include quarterly soil compaction reports.

Pricing set at 15% discount vs TruGreen ($229 biannual vs $269) based on 30% lower COGS. Membership ($499)
priced at 20% discount to a la carte to drive retention. Gross margin maintained at 70% via $61.50 COGS per
residential job (labor $36, materials $15.50, fuel $10).

Tier Price Features Target % Revenue Gross Margin
Customer
Single Aeration $129 1 treatment, 10k Price-sensitive 30% 68.2%
sq ft max homeowners
Biannual $229 2 treatments, 75% of 45% 70.1%
Package 15% discount residential
clients
Membership $499 2 aeration, soil Retention-focused 20% 72.5%
test, topdressing clients
Commercial $399-$999 Tiered acreage HOAs, 5% 65.0%
pricing apartments
Metric Value Calculation/Notes
Price per service $205 (30% x $129) + (45% x $229) +

(20% x $499) + (5% x $650) = $205

COGS per service $61.50 Labor $36 (0.5 hrs x $18 x 4 crew) /
4 jobs; Materials $15.50; Fuel $10

Gross Profit $143.50 $205 - $61.50

Gross Margin 70.0% $143.50 / $205

CAC $55.56 $30k marketing / 540 new clients
LTV $810 $205 ARPC x 12 months / 30%

annual churn



LTV:CAC 14.6x $810 / $55.56

Payback Period 2.7 months CAC / ($143.50 x 30% monthly
revenue)



6. Marketing & Sales

Primary channel: Google Ads targeting "lawn aeration Denver" (1,900 monthly searches). CPC $2.40 (SEMrush data),
CTR 3.2%, conversion rate 4.1% vyielding 145 leads/month at $58.60 CAC. Secondary: Nursery partnerships (Tagawa
Gardens) generating 30 leads/month at $0 CAC via $50 referral credits. Door hangers in ZIP 80202-80231 yield 25
leads/month at $1.20/lead.

Sales cycle: 50 leads/month -> 20 qualified -> 10 booked (20% conversion). Automated SMS follow-up within 15
minutes (73% response rate). Free consultation converts 50% to paid jobs. Prepayment required (50% deposit),
reducing no-shows to 3%. Average sales cycle: 4.2 days.

Retention: Automated SMS reminders 14 days pre-season (82% open rate). Membership program includes priority
scheduling (95% utilization). 100% satisfaction guarantee drives 4.8-star average rating. Target churn: 2.5% monthly
(vs industry 5.8%). Expansion revenue: 37% of members add soil testing ($75).

Channel Budget CAC L Conv. Rate Cust/Mo ROI

Google Ads $2,500 $58.60 146.9% 10 246%

SEO/Content $800 $32.00 25 8.0% 2 348%
Nursery Partners $600 $0 3010.0% 3 Unlimited

Door Hangers $300 $1.20 254.0% 1 1,633%

Total $4,200 $55.56 22%.1% 16 292%

Month Google Social SEO Events Other Total Leads Cust
1 1,500 300 500 200 0 2,500 145 10
2 1,800 400 600 200 0 3,000 174 12
3 2,000 500 700 300 0 3,500 203 14
4 2,200 600 800 400 100 4,100 238 17
5 2,500 700 900 500 200 4,800 279 20
6 2,500 700 900 500 200 4,800 279 20
7 1,800 400 600 200 0 3,000 174 12
8 1,800 400 600 200 0 3,000 174 12
9 2,200 600 800 400 100 4,100 238 17
10 2,500 700 900 500 200 4,800 279 20
11 2,500 700 900 500 200 4,800 279 20

12 2,000 500 700 300 0 3,500 203 14



7. Operations

Daily workflow: 6:30 AM dispatch via Jobber -> 7:00 AM crew start -> 6-8 residential jobs/day (45-75 mins each) -> 1-2
commercial jobs -> 5:00 PM equipment maintenance. Capacity: 2 crews (4 total staff) handle 1,440 jobs/year (120
jobs/month peak). Spring/fall seasons (March-June, Sept-Oct) capture 70% of annual volume.

Key vendors: John Deere Turf Equipment (8% discount on parts with service contract), Denver Urban Gardens
(compost at $45/yd3 for 10+ yd3 orders). Technology stack chosen for integration: Jobber ($129/mo) syncs with
QuickBooks ($30/mo), reducing admin time by 11 hrs/week vs manual entry.

Vendor Service Cost Terms Backup

John Deere Turf Aerator parts/service $1,200/yr 12-mo contract, 24-hr Colorado TurfCare
response Supply

Denver Urban Organic compost $45/yd3 Prepay 10 yd® min Front Range

Gardens Compost

Colorado TurfCare Maintenance $85/hr On-call In-house trained

techs

Jobber CRM/Scheduling $129/mo Month-to-month FieldEdge

Tool Purpose Cost Users Alternatives

Jobber Scheduling, invoicing $129 4 FieldEdge ($149)

QuickBooks Online Accounting $30 2 Xero ($25)

RingCentral Business phone $29 4 Grasshopper ($26)

Hootsuite Social media $49 1 Buffer ($15)

Google Workspace Email, docs $72 4 Microsoft 365

($6/user)



8. Management Team

4-person core team: CEO (Thompson), COO (Rodriguez), Lead Technician (Lin), Marketing Director (Kim). Salaries:
CEO $65k, COO $55k, Technician $37k, Marketing $50k. Equity pool: 10% for future hires. Compensation philosophy:

10% above Denver landscaping avg for retention (industry turnover 22%).

Advisory board: Dr. Alan Chen (CSU Turf Science, 20 yrs research), Maria Lopez (ex-TruGreen regional VP, scaled to

$15M revenue). Compensation: 0.5% equity each, $100/hr consulting.

Month Role

1 Lead Technician

3 Marketing
Director

6 Assistant
Technician

9 Admin Assistant

Salary

$37,000

$50,000

$32,000

$40,000

Priority

High

High

Medium

Low

Source

Internal

LinkedIn

Craigslist

Indeed

Onboarding

1 week

2 weeks

1 week

2 weeks



9. Financial Plan

Key assumptions: 15 new clients/month Year 1 (growing to 25/month Year 2), $205 ARPC, 30% COGS, 2.5% monthly
churn. Marketing drives 540 new clients at $55.56 CAC. Revenue seasonality: Q1 8%, Q2 35%, Q3 14%, Q4 43%
based on Denver climate data. Payroll grows from $5k to $8.3k/month as staff hired.

Revenue model: 70% from biannual packages/memberships ($229-$499), 30% from single/commercial. Growth
drivers: 1) 85% retention (vs industry 70%); 2) 37% upsell rate on soil testing; 3) Commercial contracts growing from
15% to 25% of revenue by Year 3. Expansion: Boulder launch Year 2 requires $15k equipment.

Cost structure: 30% COGS (labor 59%, materials 25%, fuel 16%), 60% OpEx (marketing 16%, payroll 33%, software
1.3%). Fixed costs: $9,167/month (rent, software, insurance). Variable costs scale at 30% of revenue. Breakeven:
$13,056 monthly revenue ($110k fixed / 84.5% contribution margin).

Funding: $30k angel investment for 10% equity. Use: $22,500 marketing (540 clients), $5,000 equipment buffer,
$2,500 operating reserve. Funds 12 months runway to $19,150 net profit. SBA loan eligibility established for Year 2
expansion.

Category Ite Cost

Legal/Formation LLC$2,500
filing,
operating
agreement

Licenses Den$B600
business,
sales
tax

Equipment Johi$8,500
Deere
1600
aerator

Equipment Billy$6,400
Goat
KAGB50H
X2

Equipment Tool2,100
safety
gear

Notes

Coloradc
SOS
$50

+
attorney
fees

Renewa
$150/yr

Finance
0%

APR

12

mos

$3,200
each

Wheelbe
gloves,
etc



Vehicle

Marketing

Marketing

Software

Insurance

Working Capital

Professional Fees

Contingency

Total

Category

Rent

Salaries

Benefits

T Monthly

Fix&0

Fix&8,000

Fix&a50

202%22,000
Ford

Transit
Connect

Brarg8ra)0
website

Lau$eh0o00
ads

Jobl$2,000
QuickBooks
setup

Liab#By500
vehicle

3  $27,500
months
operating
buffer

AccHirhing

setup

10%638,500
buffer

$85,000

Annual

$0

$60,000

$9,000

Used,
15k
miles

Logo,
Jobber
integratic

Google/l
seed
budget

Annual

prepay
discount

$1M
coverage

$9,167

Bookkee
system

10%
of
$85k
total

Notes

Home office Year 1

2 FT staff Year 1

15% of payroll



Insurance

Software

Marketing

Fuel

Compost

Technician Wages

Maintenance

Admin Supplies

Total

Line M1 M2
Item

Revenue 5,150 6,180

COGSs 1,545 1,854

Gross 3,605 4,326
Profit

Marketiny 2,500 3,000

Salaries 5,000 5,000

Rent 0 0
Software 300 300
Insurancz 150 150

Other 1,000 1,200
OpEXx

Total 8,950 9,650
OpEXx

EBITDA -5,345 -5,324

Depreciation08 708

EBIT -6,053 -6,032

Taxes 0 0

M3

7,210

2,163

5,047

3,500

5,000

300

150

1,400

Fix&d50

Fix&800

Varght00

Varggifle

Vai$dhRs0

Vargheoo

Vargia

Vargdiaa

$13,966

M4

8,240

2,472

5,768

4,100

5,000

300

150

1,640

10,350 11,190

-5,303 -5,422

708

708

-6,011 -6,130

M5

9,270

2,781

6,489

4,800

5,000

300

150

1,920

12,170

-5,681

708

-6,389

M6

10,300

3,090

7,210

4,800

5,000

300

150

1,920

12,170

-4,960

708

-5,668

$1,800

$3,600

$30,000

$10,800

$15,000

$36,000

$4,000

$2,200

$167,400

M7 M8 M9

7,210 8,240 9,270

2,163 2,472 2,781

5,047 5,768 6,489

3,000 3,000 4,100

5,000 5,000 5,000

0 0 0
300 300 300
150 150 150

1,200 1,200 1,640

9,650 9,650 11,190

-4,603 -3,882 -4,701

708 708 708

-5,311 -4,590 -5,409

M10

10,300

3,090

7,210

4,800

5,000

300

150

1,920

12,170

-4,960

708

-5,668

Liability + vehicle

Jobber, QuickBooks, etc

Scaling with revenue

$0.45/mile x 2,000 miles

50 yd3 x $45

2 PT @ $18/hr x 83 hrs/mo

Equipment servicing

Invoicing, door hangers

Fixed: $6,250; Variable:
$7,716

M11 M12 Y1

11,330 12,360 105,150

3,399 3,708 31,545

7,931 8,652 73,605

4,800 3,500 42,000

5,000 5,000 60,000

0 0 0
300 300 3,600
150 150 1,800

1,920 1,400 16,000

12,170 10,350 129,400

-4,239 -1,698 -55,795

708 708 8,500

-4,947 -2,406 -64,295



Net
Income

Line

Item

Beginning
Cash

Cash
In

Cash
Out

Net
Cash
Flow

Ending

Cash

Metric

Revenue

COGS

Gross
Profit

OpEx

EBITDA

Net
Income

Ending
Cash

Metric

-6,053

M1

27,500

3,863

9,910

-6,053

21,447

Y1

184,500

55,350

129,150

110,000

19,150

19,150

-37,114

-6,032

M2

21,447

4,635

10,667

-6,032

15,415

Y2 Q1

95,000

28,500

66,500

55,000

11,500

9,200

12,086

Monthly Fixed Costs

Variable Cost per Job

Price per Job

Contribution Margin

-6,011 -6,130

M3 M4

15,415 9,404

5,408 6,180

-6,389

M5

3,274

6,953

11,424 12,310 13,342

-6,011 -6,130

9,404 3,274

Y2 Q2

115,000

34,500

80,500

60,000

20,500

16,400

48,986

-6,389

-3,115

Y2 Q3

80,000

24,000

56,000

50,000

6,000

4,800

50,186

Value

$9,167

$61.50

$205

$143.50

-5,668 -5,311 -4,590

M6

-3,115

7,725

13,393

-5,668

-8,783

Y2 Q4

118,000

35,400

82,600

65,000

17,600

14,080

82,266

M7

-8,783

5,408

10,719

-5,311

-14,094

Y3 Q1

105,000

31,500

73,500

60,000

13,500

10,800

103,066

-5,409 -5,668 -4,947 -2,406

M8 M9 M10 M11
-14,094 = -18,684 = -24,093 = -29,761
6,180 6,953 7,725 8,498
10,770 = 12,359 = 13,393 13,444
-4,590 -5,409 -5,668 -4,947
-18,684 | -24,093 = -29,761 = -34,708
Y3 Q2 Y3 Q3 Y3 Q4
130,000 90,000 134,400
39,000 27,000 40,320
91,000 63,000 94,080
70,000 65,000 75,000
21,000 -2,000 19,080
16,800 -1,600 15,264

139,866 124,666 164,930

Calculation

-64,295

M12

-34,708

9,270

11,676

-2,406

-37,114

)

419,400

125,820

293,580

210,000

83,580

66,864

164,930

Salaries $5,750 + Software $300 +

Insurance $150 + Other Fixed

$2,967

COGS per service

ARPC

$205 - $61.50



Contribution Margin %

Break-Even Units

Break-Even Revenue

Expected Break-Even

Safety Margin

Metric Y1
Gross Margin % 70.0
Operating Margin % 104
Net Profit Margin % 104
Current Ratio 0.8
CAC Payback 2.7
LTV:CAC 14.6
Monthly Burn 5,358
Runway (mos) 51

70.0%

64

$13,056

Month 10

43.8%
Y2
70.0
16.4
16.4
1.7
2.5
15.2
0
Unlimited

Y3

70.0

19.9

15.9

2.1

2.3

16.0

Unlimited

$143.50 / $205

$9,167 / $143.50

64 units x $205

Oct 2024 (64 jobs/month)

(1350 projected jobs - 765 BE jobs)
/1350

Benchmark

50-70% (services)

10-20% (SMB)

5-15% (services)

1.5+ (healthy)

6-18 mos (SaaS)

3:1+ (strong)

N/A

6+ (safe)



10. Risk Analysis

Top risks: 1) Equipment downtime (probability 4/5, impact 5/5) - 30% revenue loss during peak season; 2) Labor
shortage (3/5, 4/5) - 22% industry turnover delaying jobs; 3) Regulatory change (2/5, 4/5) - new compost handling
rules; 4) Cash flow gap (4/5, 3/5) - summer revenue dip.

Mitigation: 1) $4,000 spare parts inventory + Deere service contract (24-hr response); 2) $18/hr wage (12% above
market) + $500 retention bonus; 3) Monthly compliance audits with Colorado Landscape Association; 4) 6-month
operating reserve + prepayment model covering 70% of costs.

Risk Prob Impact Score Mitigation Contingency Owner
Equipment 4 5 20 Spare parts Rent backup Lin
downtime inventory, Deere aerator
contract ($150/day)
Labor shortage 3 4 12 12% Temp agency Rodriguez
above-market contract ($25/hr)
wage, bonuses
Regulatory 2 4 8 CLA Switch to certified Thompson
change membership, compost
monthly audits suppliers
Cash flow gap 4 3 12 Prepayments, SBA line of credit Thompson
6-mo reserve ($50k)
Low aeration 5 3 15 Educational Partner with Kim
awareness content, free nurseries for
workshops co-marketing
Price competition 3 4 12 Value-based Introduce budget Rodriguez
pricing, package ($99)
membership
lock-in
Weather 4 2 8 Flexible Indoor soil testing Lin
disruption rescheduling add-on
policy
Reputation 2 5 10 100% satisfaction PR crisis plan, Kim
damage guarantee rapid response

team



11. Implementation Timeline

Critical path: Achieve 64 jobs/month by Month 10 for break-even. Key dependency: Marketing lead flow must hit 225
leads/month by Month 5 to acquire 16 clients. Bottleneck: Technician hiring in Month 3 to handle Q2 demand surge.
Success metric: 85% client retention via membership program.

Month

10

11

12

Milestone

Launch
operations

Optimize sales
funnel

Hire Marketing
Director

Implement
membership

Peak season
readiness

Q2 revenue
target

Summer
maintenance

Process
refinement

Fall season prep

Profitability

Year-end review

Year 2 planning

Deliverables

50 clients,
Jobber setup

20% conversion
rate

Lead flow
100+/mo

30% uptake rate

8 jobs/day
capacity

$10,300 revenue

75% client
retention

15% cost
reduction

120 leads in
pipeline

$19,150 net
profit

900 clients

Boulder launch
plan

Resources

$8k marketing

CRM tweaks

$50k salary

Software config

2nd technician

All resources

Follow-up

system

Vendor
renegotiation

Ad campaign

Full operations

Team analysis

$15k budget

Success Metric

5 jobs/week

10
bookings/week

14 clients/mo

$499
revenue/client

20 clients/mo

100% of goal

57 clients active

$1,150

savings/mo

17 clients/mo

Positive EBITDA

85% retention

$308k revenue
forecast

Owner

Thompson

Kim

Rodriguez

Kim

Lin

Thompson

Rodriguez

Thompson

Kim

Thompson

Rodriguez

Thompson
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