
Building a Lawn Fertilization Enterprise: A

Detailed Sample Plan

GreenScape Lawn Sciences, LLC (Texas LLC, founded March 15, 2024) operates in Austin's $18.7M premium lawn

fertilization market. Dr. Elena Ramirez (ex-Texas A&M AgriLife soil scientist) and Marcus Thompson (15-year

landscape operator) target homeowners with lawns >5,000 sq. ft. charging $580 average annual revenue per

customer. Projecting $380,000 Year 1 revenue at 52% gross margin.



SECTION 1: EXECUTIVE SUMMARY

68% of U.S. homeowners consider lawn appearance critical to property value (NAR 2023), yet 45% use inefficient DIY

fertilizers generating $2.1B in wasted spend annually (LawnStarter 2023 data). GreenScape solves this with

SoilSyncTM soil testing and Seasonal Nutrient Mapping, delivering 60% better lawn health versus DIY at $580 average

annual price point. We capture customers at $220 CAC through Google Ads (CPC $2.40, 4.1% conversion) and direct

mail ($0.50/lead).

Revenue model: 78% residential subscriptions ($425-$750/year), 22% commercial contracts ($1,200-$4,500/year).

Year 1 gross margin 52% ($198,000 on $380,000 revenue) scaling to 54% by Year 3. EBITDA profitability achieved

Month 18 via 65% annual prepayments reducing cash burn. Break-even at 729 customers (Q3 2025).

Seeking $350,000: $100,000 owner equity, $150,000 SBA 7(a) loan (7.5% fixed, 10-year), $100,000 angel convertible

note. Funds deploy 32% to equipment (4 Ford F-250 spray rigs), 26% to working capital, 18% to marketing launch.

Enables 320 customers by Year 1 end, 1,400 by Year 3, and $222,600 EBITDA. Projected 3.2x ROI by Year 5 exit.



SECTION 2: COMPANY OVERVIEW

Formed as Texas LLC for liability protection and pass-through taxation. Austin location selected for 48% service

adoption rate (vs. 39% national average) and $98,000 median household income. Ownership: Dr. Elena Ramirez

(60%, $100,000 capital), Marcus Thompson (30%, $50,000 sweat equity), GreenScape Capital (10% for $100,000).

Dr. Elena Ramirez: Published 12 peer-reviewed papers on turf nutrient uptake; reduced nitrogen runoff 37% in Texas

A&M field trials (2022). Marcus Thompson: Managed 450-acre portfolio at GreenScapes of Central Texas; achieved

92% customer retention via GPS route optimization.

Date Milestone Status Next Steps

Mar 2024 LLC formation, EIN
secured

Complete N/A

Apr 2024 TCEQ pesticide
applicator license
#TX78452

Complete N/A

May 2024 4 Ford F-250 rigs
financed

Complete N/A

Jun 2024 First 15 customers
onboarded

Complete Scale to 25 customers
by Jul

Q3 2024 HubSpot marketing
automation

In Progress Integrate Salesforce by
Aug 15

Q4 2024 Break 100 customers Target Hire 1 field supervisor by
Sep 30

Q2 2025 Cash flow positive Target Launch Houston market
research

Q4 2026 Expand to Dallas Target Secure $500K growth
capital by Q2 2026



SECTION 3: MARKET ANALYSIS

TAM: $14.2B U.S. lawn fertilization services (IBISWorld 2023). SAM: $680M Texas market (5.7% CAGR). SOM:

$18.7M Austin-San Antonio premium segment (lawns >5,000 sq. ft., income >$85k). SOM calculated as 220,000

target households x 48% service adoption x $177 avg. spend (LawnStarter 2023) = $18.7M. Target 0.5% SOM capture

($93,500) in Year 1.

Primary customer: Homeowners aged 35-65, $98k+ household income, single-family homes in ZIPs 78731/78746.

62% homeownership rate (Austin MSA), average lawn 6,200 sq. ft. Budget: $400-$800/year for fertilization. 42%

prioritize eco-friendly products (Pew Research 2023). Commercial clients: HOAs managing 5,000-20,000 sq. ft. turf at

$1,200-$4,500/year.

Trends: 5.7% industry CAGR driven by urbanization; 68% homeowners link lawn quality to property value; TCEQ Rule

30.44 (effective 2024) restricts nitrogen application within 20ft of waterways, eliminating 32% of non-compliant

competitors (Texas AG data).

Segment Size ($) Growth Rate Our Share Target Rationale

Austin Residential $12.1M 6.2% 0.5% (Y1) High-income ZIP
focus; 48% service
adoption

San Antonio
Residential

$5.8M 5.1% 0.1% (Y1) Phase-in via digital
ads; lower brand
awareness

Commercial HOAs $780k 7.3% 1.2% (Y1) Regulatory
compliance premium;
18-month sales
cycles

Commercial Office
Parks

$420k 4.8% 0.8% (Y1) Price-sensitive;
target 10+ acre
properties

Category Total Addressable Serviceable
Available

Serviceable
Obtainable

Methodology

U.S. Market $14.2B N/A N/A IBISWorld 2023
report #OD5592

Texas Market N/A $680M N/A IBISWorld x Texas
population (29.5M /
333M)

TX Premium
Segment

N/A $18.7M $18.7M 220k households x
48% adoption x $177
avg spend



GreenScape Y1
Target

N/A N/A $93,500 0.5% of $18.7M SOM



SECTION 4: COMPETITIVE ANALYSIS

TruGreen dominates with $1.2B revenue but 38% annual churn due to standardized plans (J.D. Power 2023). Lawn

Doctor franchises average $285k revenue per unit with 22% gross margins (Franchise Direct 2023). 12+ local

independents (e.g., Austin Lawn Care) lack soil testing, charging $350-$500/year with 31% customer retention

(LawnStarter survey).

Competitive advantages: 1) SoilSyncTM reduces fertilizer waste 45% (validated by AgriTech Diagnostics lab tests),

lowering COGS 8% vs. competitors; 2) GPS application tracking ensures TCEQ compliance, reducing liability

exposure 37% (Texas AG data); 3) Mobile app drives 85% retention (vs. industry 62%) via quarterly health reports.

Competitor Revenue Est. Pricing Key Strength Key Weakness Our
Differentiation

TruGreen $1.2B $399-$649/yr National brand 38% churn; no
soil tests

Custom blends;
85% retention

Lawn Doctor $285k/unit $350-$550/yr Franchise
support

22% gross
margin

52% gross
margin; organic
options

Austin Lawn
Care

$180k $325-$475/yr Local reputation No digital
reporting

Real-time app
tracking

DIY Retail N/A $150-$250/yr Low cost 45% nutrient
waste

60% better
results; soil data

BrightView $2.1B Bundled Full-service Lacks nutrient
expertise

Turf health
specialization

Strengths Weaknesses Opportunities Threats

SoilSyncTM IP (patent
pending)

Limited brand
awareness

TCEQ regulations
eliminate non-compliant
players

TruGreen price cuts in
Austin

85% retention target No mowing service Partnership with D.R.
Horton GreenChoice

Economic downturn
reduces discretionary
spend

52% gross margin Dependent on 1 supplier
(NutriSource)

Commercial HOA
compliance demand
+7.3% CAGR

Fertilizer input costs
+12% YoY (USDA)



TCEQ compliance
system

Small field team (3
technicians)

Soil restoration upsell
($299/service)

Labor shortage: 15%
tech turnover industry
avg



SECTION 5: PRODUCTS & SERVICES

Premium Residential Program: 6 seasonal visits including soil pH test (in-house lab), custom N-P-K blend (10-2-8 +

4% humic acid), pre-emergent crabgrass control, and digital health report. Commercial Program: 8 visits with monthly

soil spot tests and eco-compliance signage. Soil Restoration: $299 one-time service (core aeration + microbial

inoculant). Organic-Only Tier: $780/year (100% OMRI-listed).

Pricing set at 15% premium to Lawn Doctor ($580 vs. $505 avg) based on 2023 customer surveys showing $75

willingness-to-pay for soil testing. Gross margin 52% (vs. industry 45%) via bulk fertilizer sourcing ($0.82/lb vs. $1.10

competitors) and route optimization reducing fuel costs 18%.

Tier Price Features Target
Customer

Expected %
Revenue

Gross Margin

Premium
Residential

$580/yr 6 visits, soil test,
digital report

Homeowners
>5,000 sq. ft.

78% 52%

Commercial
HOA

$2,850/yr 8 visits, monthly
soil tests,
signage

5,000-20,000 sq.
ft. properties

14% 56%

Soil Restoration $299 Aeration,
topdressing,
microbes

Degraded lawns 5% 68%

Organic-Only $780/yr 100% OMRI,
biostimulants

Eco-conscious
homeowners

3% 49%

Metric Value Calculation/Notes

Price per service $580 Average of 320 customers (Year 1)

COGS per service $278 Fertilizer ($82) + Labor ($142) +
Fuel ($31) + Chemicals ($23)

Gross Profit $302 $580 - $278

Gross Margin 52% $302 / $580

CAC $220 ($3,500 Google Ads + $2,000 FB +
$800 Nextdoor + $5,000 mail) / 52
customers/mo



LTV $2,150 $580 x 3.7 years retention

LTV:CAC 9.8x $2,150 / $220

Payback Period 5.2 months $220 CAC / ($302 GP x 35%
monthly revenue recognition)



SECTION 6: MARKETING & SALES

Go-to-market: 70% digital (Google Ads CPC $2.40, 3.2% CTR, 4.1% conversion), 20% direct mail ($0.50/lead to 10k

high-income ZIPs), 10% referrals ($75 credit). Channels selected based on $58.60 CAC target (vs. $65 industry avg)

and 14-day sales cycle. Excluding low-ROI channels: trade shows ($120 CAC) and radio ads (0.8% conversion).

Sales cycle: 1) Lead capture (online form), 2) Free soil analysis offer (65% acceptance rate), 3) Technician diagnostic

visit (2-hour window), 4) Custom quote via mobile app, 5) Close (70% close rate). Average cycle 14 days. 65% of

customers pay annually upfront.

Retention: Mobile app usage correlates with 92% Year 2 retention (pilot data). Tactics: Quarterly soil score emails

(open rate 48%), free mid-season "Wellness Check" (cost $18/service), loyalty rewards ($299 free aeration at Year 3).

Target 3.5% monthly churn (vs. industry 5.8%).

Channel Monthly Budget Expected CAC Expected
Leads/Month

Conversion
Rate

Expected
Customers/Month

ROI

Google Ads $3,500 $58.60 1,4584.1% 60 412%

Facebook/Instagram $2,000 $62.50 960 3.3% 32 384%

Nextdoor/HomeAdvisor$800 $53.30 4503.7% 17 465%

Direct Mail $1,500 $50.00 3,0001.0% 30 504%

Referrals $0 $25.00 15100% 15 1,100%

Month Google Ads Social
Media

Content/SEO Events Other Total Expected
Leads

Expected
Customers

1 $3,500 $2,000 $500 $0 $0 $6,000 2,868 117

2 $3,500 $2,000 $500 $0 $0 $6,000 2,868 117

3 $3,500 $2,000 $500 $0 $0 $6,000 2,868 117

4 $3,500 $2,000 $500 $0 $0 $6,000 2,868 117

5 $3,500 $2,000 $500 $0 $0 $6,000 2,868 117

6 $3,500 $2,000 $500 $0 $0 $6,000 2,868 117

7 $3,500 $2,000 $500 $0 $500 $6,500 3,118 127

8 $3,500 $2,000 $500 $0 $500 $6,500 3,118 127

9 $3,500 $2,000 $500 $0 $500 $6,500 3,118 127

10 $3,500 $2,000 $500 $0 $500 $6,500 3,118 127

11 $3,500 $2,000 $500 $0 $500 $6,500 3,118 127

12 $3,500 $2,000 $500 $0 $500 $6,500 3,118 127



SECTION 7: OPERATIONS

Daily workflow: 6 a.m. technician dispatch via FieldEdge app; 2-hour service windows with GPS tracking; same-day

digital reports. Capacity: 4 trucks handle 120 visits/week (30/tech). Quality control: Monthly mystery shopper audits

(target 95% score). Compliance: TCEQ-certified applicators, SWPPP documentation, OSHA training.

Suppliers: NutriSource (Temple, TX) provides custom blends at $0.82/lb (3-year contract, 5% annual increase cap).

EarthWay Equipment lease-to-own at $1,200/month/rig. AgriTech Diagnostics supplies soil test reagents at $18/test

(volume discount at 500 tests/month).

Vendor/Supplier Service Monthly Cost Contract Terms Backup Option

NutriSource, Inc. Fertilizer blending $4,200 3-year, 5% annual
increase cap

AgriBlend (Waco)

EarthWay Equipment Spray rig lease $4,800 36-month
lease-to-own

Lesco (national)

AgriTech Diagnostics Soil test reagents $900 Month-to-month Soiltest Farm Lab

UPS Freight Bulk transport $1,100 Annual contract FedEx Freight

North Austin
Warehouse

Facility lease $3,200 2-year term Industrial Space Co.

Tool Purpose Monthly Cost Users Alternatives
Considered

Salesforce Service
Cloud

CRM $480 4 HubSpot (too limited)

Jobber Scheduling $299 5 FieldEdge (higher
cost)

QuickBooks Online
Advanced

Accounting $180 2 Xero (less
integrations)

Fleetio Fleet management $99 1 Chevin (overkill)

Microsoft 365 Comms/docs $20 5 G Suite (less Teams
features)



SECTION 8: MANAGEMENT TEAM

Organizational structure: Flat hierarchy with 5 FTEs Year 1 (CEO, COO, Marketing Director, 2 Field Techs).

Compensation: Techs $22/hr + $1.50/hr safety bonus; leadership at 15% below market (equity upside). No long-term

debt; salaries scale to 65% of revenue by Year 3.

Advisory board: Dr. Alan Chen (Texas A&M Turf Program Director, 0.5% equity), Maria Lopez (ex-ServiceMaster

COO, $200/hr consulting).

Month Role Salary Priority Source Onboarding
Time

Jun 2024 Field Technician $45,760 High Austin CC job
board

2 weeks

Jun 2024 Field Technician $45,760 High Austin CC job
board

2 weeks

Sep 2024 Lead Field
Supervisor

$58,000 Medium Indeed 4 weeks

Jan 2025 Marketing
Coordinator

$48,000 Low Employee
referral

3 weeks

Apr 2025 Accountant (PT) $30/hr Medium CPA network 1 week



SECTION 9: FINANCIAL PLAN

Key assumptions: 15 new customers Month 1 growing to 35 by Month 12; 3.5% monthly churn; $580 average revenue

per customer; 48% COGS; $6,000 monthly marketing; $10,000 monthly salaries. Fixed costs $18,333/month. 65%

annual prepayments improve cash flow.

Revenue growth driven by: 1) 14% commercial mix by Year 2 (higher ARPC), 2) 22% uptake of $299 soil restoration

add-on, 3) 10% referral program contribution. COGS reduction from 48% to 46% via route optimization (saving

$0.18/mile) and bulk reagent discounts.

Cost structure: 65% variable (COGS), 35% fixed (salaries, rent, software). Fixed costs scale linearly: +$4,200/month

per new market. Variable costs tied to customer count: $278/service.

$350,000 funding: $85,000 equipment, $28,000 facility, $15,000 tech, $22,000 inventory, $18,000 marketing launch,

$12,000 legal, $80,000 working capital, $90,000 contingency. Funds 18 months runway to EBITDA profitability.

Category ItemCostNotes

Legal/Formation LLC
filing,
operating
agreement

$1,500Texas
SOS
fees
+
attorney

Licenses/Permits TCEQ
pesticide
license

$1,200#TX78452

Equipment 4
Ford
F-250
spray
rigs

$85,000Financed
via
SBA
loan

Equipment 2
soil
testing
kits

$9,000AgriTech
Diagnostics
model
X5

Technology Setup CRM,
scheduling
software

$7,200Salesforce + Jobber setup

Initial Inventory Fertilizer
(5,000
lbs)

$4,100$0.82/lb
from
NutriSource



Initial Inventory Soil
test
reagents
(500
units)

$9,000$18/test

Initial Inventory Chemicals,
PPE

$8,900Pre-emergent, safety gear

Marketing Launch Google
Ads,
direct
mail

$18,0003-month
campaign

Working Capital 3
months
OPEX
reserve

$55,000$18,333
x
3

Insurance General
liability
($2M)

$18,000Annual
premium

Professional Fees Accounting
setup

$3,500QuickBooks
configuration

Website Development Custom
site
+
SEO

$4,200WordPress
+
local
SEO

Branding/Design Logo,
uniforms,
signage

$6,800Local
designer

Training Tech
certification

$4,200EPA
WPS
training

Contingency (10%) Unplanned
costs

$26,00010% of $260,000 base

Total $260,000



Category TypeMonthly
Cost

Annual Cost Notes

Rent Fixed$3,200$38,400 2,200
sq.
ft.
warehouse

Salaries/Payroll Fixed$10,000$120,000 CEO,
COO,
Marketing
Dir

Benefits Fixed$1,500$18,000 15%
of
payroll

Insurance Fixed$1,500$18,000 General
liability,
workers'
comp

Software Fixed $978 $11,736Salesforce, Jobber, QuickBooks

Utilities Fixed$400$4,800 Electricity,
internet

Marketing Fixed$6,000$72,000 Google
Ads,
social,
mail

Professional Services Fixed$500$6,000 Accounting,
legal

Supplies Variable$1,100$13,200 $278/customer
x
40
customers

Travel Variable$800$9,600 $0.22/mile
x
3,636
miles

Loan Payments Fixed$1,850$22,200 SBA
7(a)
at
7.5%

Other Variable$672$8,064 $16.80/customer
x
40



Fixed Total $18,928$227,136

Variable Total $2,572$30,864

Combined Total $21,500$258,000

Line
Item

M1 M2 M3 M4 M5 M6 M7 M8 M9 M10 M11 M12 Year
1
Total

Revenue $8,700 $13,050 $17,400 $21,750 $26,100 $30,450 $34,800 $39,150 $43,500 $47,850 $52,200 $56,550 $380,000

COGS $4,176 $6,264 $8,352 $10,440 $12,528 $14,616 $16,704 $18,792 $20,880 $22,968 $25,056 $27,144 $182,000

Gross
Profit

$4,524 $6,786 $9,048 $11,310 $13,572 $15,834 $18,096 $20,358 $22,620 $24,882 $27,144 $29,406 $198,000

Marketing $6,000 $6,000 $6,000 $6,000 $6,000 $6,000 $6,500 $6,500 $6,500 $6,500 $6,500 $6,500 $75,000

Salaries $10,000 $10,000 $10,000 $10,000 $10,000 $10,000 $10,000 $10,000 $10,000 $10,000 $10,000 $10,000 $120,000

Rent $3,200 $3,200 $3,200 $3,200 $3,200 $3,200 $3,200 $3,200 $3,200 $3,200 $3,200 $3,200 $38,400

Software $978 $978 $978 $978 $978 $978 $978 $978 $978 $978 $978 $978 $11,736

Insurance $1,500 $1,500 $1,500 $1,500 $1,500 $1,500 $1,500 $1,500 $1,500 $1,500 $1,500 $1,500 $18,000

Other
OpEx

$2,000 $2,000 $2,000 $2,000 $2,000 $2,000 $2,000 $2,000 $2,000 $2,000 $2,000 $2,000 $24,000

Total
OpEx

$23,678 $23,678 $23,678 $23,678 $23,678 $23,678 $24,178 $24,178 $24,178 $24,178 $24,178 $24,178 $287,136

EBITDA -$19,154 -$16,892 -$14,630 -$12,368 -$10,106 -$7,844 -$6,082 -$3,820 -$1,558 $704 $2,966 $5,228 -$89,136

Depreciation$708 $708 $708 $708 $708 $708 $708 $708 $708 $708 $708 $708 $8,500

EBIT -$19,862 -$17,600 -$15,338 -$13,076 -$10,814 -$8,552 -$6,790 -$4,528 -$2,266 $-14 $2,258 $4,520 -$97,636

Interest $938 $929 $919 $909 $899 $889 $879 $869 $859 $849 $839 $829 $10,875

Taxes
(25%)

$0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0

Net
Income

-$20,800 -$18,529 -$16,257 -$13,985 -$11,713 -$9,441 -$7,669 -$5,397 -$3,125 -$863 $1,419 $3,691 -$108,511

Line
Item

M1 M2 M3 M4 M5 M6 M7 M8 M9 M10 M11 M12

Beginning
Cash

$90,000 $73,100 $56,571 $40,314 $24,329 $8,616 $-6,557 $-20,626 $-34,023 $-46,748 $-58,811 $-57,392

Cash
In
(Revenue)

$5,655 $8,483 $11,310 $14,138 $16,965 $19,793 $22,620 $25,448 $28,275 $31,103 $33,930 $36,758



Cash
In
(Funding)

$260,000 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0

Total
Cash
In

$265,655 $8,483 $11,310 $14,138 $16,965 $19,793 $22,620 $25,448 $28,275 $31,103 $33,930 $36,758

Cash
Out
(COGS)

$4,176 $6,264 $8,352 $10,440 $12,528 $14,616 $16,704 $18,792 $20,880 $22,968 $25,056 $27,144

Cash
Out
(OpEx)

$17,380 $17,380 $17,380 $17,380 $17,380 $17,380 $17,680 $17,680 $17,680 $17,680 $17,680 $17,680

Cash
Out
(CapEx)

$80,000 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0

Cash
Out
(Debt)

$0 $1,850 $1,850 $1,850 $1,850 $1,850 $1,850 $1,850 $1,850 $1,850 $1,850 $1,850

Total
Cash
Out

$101,556 $25,494 $27,582 $29,670 $31,758 $33,846 $36,234 $38,322 $40,410 $42,498 $44,586 $46,674

Net
Cash
Flow

$164,099 -$17,011 -$16,272 -$15,532 -$14,793 -$14,053 -$13,614 -$12,874 -$12,135 -$11,395 -$10,656 -$9,916

Ending
Cash

$73,100 $56,571 $40,314 $24,329 $8,616 $-6,557 $-20,626 $-34,023 $-46,748 $-58,811 $-57,392 $-53,692

Metric Y1 Y2 Q1 Y2 Q2 Y2 Q3 Y2 Q4 Y3 Q1 Y3 Q2 Y3 Q3 Y3 Q4 Y3 Total

Revenue $380,000 $225,000 $240,000 $255,000 $260,000 $310,000 $330,000 $340,000 $350,000 $1,200,000

COGS $182,000 $103,500 $110,400 $117,300 $119,600 $142,600 $151,800 $156,400 $161,000 $552,000

Gross
Profit

$198,000 $121,500 $129,600 $137,700 $140,400 $167,400 $178,200 $183,600 $189,000 $648,000

OpEx $266,400 $88,800 $88,800 $88,800 $87,000 $107,000 $107,000 $107,000 $107,000 $455,400

EBITDA -$48,400 $32,700 $40,800 $48,900 $53,400 $60,400 $71,200 $76,600 $82,000 $222,600

Net
Income

-$68,400 $22,900 $28,600 $34,200 $37,400 $42,300 $49,800 $53,600 $57,400 $192,600

Ending
Cash

$-53,692 $12,708 $51,308 $90,208 $127,608 $169,908 $220,708 $274,308 $331,708 $331,708

Metric Value Calculation

Monthly Fixed Costs $18,333 $220,000 / 12

Variable Cost per Service $278 COGS breakdown



Price per Service $580 Year 1 ARPC

Contribution Margin $302 $580 - $278

Contribution Margin % 52% $302 / $580

Break-Even Units 61 $18,333 / $302

Break-Even Revenue $35,380 61 x $580

Expected Break-Even Month Month 18 Per cash flow projections

Safety Margin 34% (729 customers - 61) / 729

Metric Y1 Y2 Y3 Industry
Benchmark

Gross Margin % 52% 54% 54% 45-55%

Operating Margin % -18% 13% 38% 5-15%

Net Profit Margin % -18% 11% 16% 3-10%

Current Ratio 0.8 1.9 2.4 1.5+

Quick Ratio 0.5 1.3 1.7 1.0+

CAC Payback 5.2 months 4.1 months 3.8 months 6-18 months

LTV:CAC Ratio 9.8x 12.4x 14.2x 3x+

Monthly Burn Rate $14,200 N/A N/A N/A

Runway (months) 6.3 N/A N/A N/A



SECTION 10: RISK ANALYSIS

Top risks: 1) Technician turnover (probability 4/5, impact $18,000 replacement cost per tech), 2) Fertilizer input cost

inflation (probability 5/5, impact 8% COGS increase at +12% YoY), 3) TruGreen price war (probability 3/5, impact 15%

revenue loss), 4) TCEQ regulation changes (probability 2/5, impact $50k compliance costs).

Mitigation: 1) $22/hr wage + $1.50/hr safety bonus reduces turnover to 12% (vs. industry 15%), 2) 3-year NutriSource

contract caps input cost increases at 5% annually, 3) Avoid price competition; emphasize soil data (70% close rate on

value-based pricing), 4) Monthly regulatory scans by Dr. Ramirez (ex-TAMU AgriLife).

Risk Probability Impact Risk Score Mitigation
Strategy

Contingency
Plan

Owner

Tech turnover 4 4 16 $22/hr + safety
bonus; ACC
partnership

Use temp agency
at $25/hr

Thompson

Input cost
inflation

5 3 15 3-year supplier
contract; 5%
annual cap

Pass 50% cost to
customers

Ramirez

Competitor price
war

3 5 15 Value-based
pricing; no
long-term
contracts

Launch $450
basic tier

Chen

TCEQ regulation
change

2 5 10 Monthly
regulatory scans;
WPS certified

Allocate $10k
compliance
budget

Thompson

Customer
acquisition delay

3 4 12 Phased
marketing spend;
6-month cash
runway

Cut marketing to
$3k/month

Chen

SBA interest rate
hike

1 3 3 Fixed-rate 7(a)
loan at 7.5%

N/A Ramirez

Chemical liability
claim

2 5 10 $2M liability
insurance; GPS
tracking

Legal reserve
fund

Thompson

Economic
downturn

3 4 12 Target
stable-income
ZIPs; emphasize
property value

Offer 3-month
payment plans

Ramirez



SECTION 11: IMPLEMENTATION TIMELINE

Year 1 priorities: Achieve 320 customers by December 2024, break even by Month 18, and maintain >$50k cash

buffer. Critical path: Technician hiring (Month 2), Salesforce integration (Month 3), and 65% annual prepayment

conversion (Month 6). Dependencies: TCEQ license (Month 1), warehouse lease (Month 1), and SBA loan funding

(Month 2).

Month Milestone Deliverables Resources
Needed

Success Metric Owner

1 Operational
launch

TCEQ license, 2
techs hired

$80k CapEx, HR
platform

15 customers
onboarded

Thompson

2 Marketing
campaign start

Google Ads live,
direct mail sent

$6k budget,
CRM setup

52 leads
generated

Chen

3 Sales process
refinement

CRM-Salesforce
integration

$1.2k dev cost 70% close rate
achieved

Chen

4 Route
optimization

Fleetio
implementation

$99 software,
GPS rigs

18% fuel cost
reduction

Thompson

5 Commercial
program launch

HOA contracts
signed

Proposal
templates

5 commercial
clients

Ramirez

6 Cash flow focus Annual
prepayment
promotion

10% discount
offer

65% annual
prepayments

Chen

7 Lead Field
Supervisor hire

Job posted,
interviews

$5k recruitment
budget

Supervisor
onboarded

Thompson

8 Soil restoration
add-on

Marketing
materials
created

$2k design cost 22% uptake rate Ramirez

9 Commercial
pipeline build

Real estate
agent
partnerships

Commission
structure

3 signed
partnerships

Chen

10 Q4 scaling prep 2025 marketing
budget

Financial model
update

10% CAC
reduction plan

Ramirez

11 Customer
retention focus

Loyalty program
launch

App feature
development

85% retention
rate

Chen

12 Year 1 review Financial audit,
2025 plan

CPA
consultation

320 customers,
-$68k net

Ramirez
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