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Chapter 1
The $6M Ceiling
The Phone That Never Stops Ringing

“The rsti imoe tnoenle indI oe w apt ihe bsnydeo amih oc nal ;nobplc. w pdonti rseI iheou Tgslt 
ngi ihec aese ihe nldc bestnl ieddml” oe ihe isgihuf 

- Owner of a $7M landscape company, two years after breaking through

L et me describe your Tuesday morning and tell me if I’m close.

It’s 64A7 YM. zou haven’t Hnished your coffee. zour phone has already bujjed eleven times. zour ops 
manager wants to know if they should move the 9enderson crew to the commercial xob on Route q because 
rain is forecast for Thursday. zour account manager is asking whether to match a competitor’s bid on a renewal. 
Y crew leader teBted a photo of a busted mower deck with a (uestion mark and nothing else. No words, xust a 
photo and a (uestion mark, like some kind of landscaping riddle.

zou answer all three before you’ve put on your boots.

)y q YM, you’ve made fourteen decisions. )y lunch, twenty-siB. )y the time you Hnally sit down to work on the 
business :the strategic stuff, the growth planning, the reason you started this company in the Hrst placeW, it’s 7 
PM, and you’re running on fumes and whatever gas station sandwich you grabbed between site visits.

9ere’s what nobody tells youE this isn’t a time management problem. It’s not a delegation problem. It’s not even 
a people problem. It’s an infrastructure problem. Ynd it’s the reason your company has been hovering around 
the same revenue number for the last two or three years, give or take a good snow season.

3elcome to the ceiling. zou built it yourself, one answered (uestion at a time.

The Plateau Pattern: $3M, $6M, and the Graveyard at $10M

Uvery landscape company hits walls. Not market walls or talent walls. Structural walls. Ynd they show up at 
predictable revenue levels like clockwork. I’ve seen it dojens of times for the past thirty years in this industry, 
and the pattern is so consistent it’s almost boring. Ylmost.

The $3M Wall: The Solo Pilot Problem

Yt $2M, you’re usually running three to Hve crews :or more in maintenance-heavy operationsW. zou probably 
know every client by name. zou’re selling, scheduling, managing, and occasionally still xumping on a mower or 
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a skid steer, because honestly, it’s faster if you xust do it yourself. zour brain is the org chart, the CRM, the 
operations manual, and the employee handbook all rolled into one.

This works. 0ntil it doesn’t.

Yt $2M, you hit the limit of what one brain can coordinate. Ydding a siBth crew doesn’t xust add %?D more work. 
It adds eBponential compleBity. Scheduling con8icts multiply. Client communication gaps appear. Things start 
falling through cracks you didn’t even know eBisted. So, you hire an ops manager or a foreman, and for about 
four months, you feel like a genius. Then you realije they come to you for every decision anyway, and now you’re 
managing the manager while still managing everything else.

zou didn’t add capacity. zou added a layer between yourself and the same bottleneck.

The $6M Wall: The Delegation Mirage

Companies that push through $2M often stall again around $6M. Yt this point, you’ve got a real team. Maybe an 
ops manager, a couple of account managers, and eight to twelve crews. On paper, it looks like a real company. 
zou’ve got titles and roles and maybe even an organijational chart pinned to the wall in your ofHce.

)ut here’s the dirty secretE the org chart is decorative. 3hen the account manager has an upset client, who do 
they call5 zou. 3hen the ops manager isn’t sure whether to rent a skid steer or buy a used one, who decides5 
zou. 3hen a crew leader wants to know if overtime is approved for a xob that’s running behind, who gets the 
teBt5

zou. Ylways you.

I call this the Felegation Mirage. zou’ve technically delegated tasks, but you haven’t delegated decisions. zour 
people have titles and responsibilities, but they don’t have authority. They have xobs but no decision-making 
rights. Ynd there’s an enormous difference between the two.

Think of it this wayE you gave your ops manager the steering wheel, but you kept the keys in your pocket. Uvery 
time they need to actually go somewhere, they have to come Hnd you Hrst.

The $10M Graveyard: Where Good Companies Go to Stall

If you’re lucky and stubborn enough to push through $6M, the wall at $1?M is where things get genuinely 
dangerous. Yt this scale, you’re typically running multiple divisions. Maybe maintenance, construction, and 
irrigation. zou might have twenty-plus crews, a back ofHce, a 8eet, and a real payroll.

The math gets ruthless. Yt $1?M with '? to 1?? employees, if each person wastes xust %7 minutes a day waiting for 
a decision, looking for an answer, or redoing something because nobody was clear on the standard, that’s over 
26,??? hours of lost productivity per year. Yt an average cost of $2“ per hour, that’s $1.%6 million evaporating 
into thin air. Uvery year. On decisions that should have been made at 7 YM by the person standing in front of the 
problem.

I’ll break that %7-minute number down in detail in Chapter %. ”or now, xust let it sit there and make you 
uncomfortable.
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Companies at $1?M also face what I call the CompleBity Cliff. )elow $1?M, you can compensate for bad 
infrastructure with hustle. zou can outwork the disorganijation. Ybove $1?M, the physics change. The owner 
literally cannot be in enough places, make enough decisions, or hold enough conteBt in their head to keep the 
machine running through sheer willpower. Something must give, and usually itGs (uality, margin, or the owner’s 
health. Sometimes all three.

It’s Not 3hat zou Think It Is

3hen owners hit these walls, they almost always diagnose the wrong problem. I’ve heard every versionE

  JI xust can’t Hnd good people.!

  JThe labor market is impossible right now.! 

  J3e need better software.!

  JI need to work on my leadership skills.! 

  J3e xust need to push harder this season.!

None of these is the real problem. They’re symptoms. Uvery single one.

Let me tell you about a company I have worked with. I’ll call them –reenLine Landscapes. 3hen I Hrst met the 
owner, let’s call him Fave, he was running a $“.'M operation with 6“ employees. –ood reputation, solid client 
base, nice e(uipment. On the surface, a healthy company.

Fave was working 7? hour weeks and hadn’t taken a real vacation in three years. 9is ops manager, who was 
talented and eBperienced, had Jmanager! in his title but functioned more like a very eBpensive relay switch. 
Information went in, information went to Fave, decisions came back from Fave, information went out. The ops 
manager was basically a human email forward.

Fave had hired well. 9is people weren’t the problem. 9is market wasn’t the problem. 9is pricing was Hne. 9is 
e(uipment was good. The problem was that nobody in his entire organijation, from the account managers to 
the crew leaders to the ops manager himself, knew what they were allowed to decide on their own.

Not because Fave was a control freak. 9e wasn’t. 9e’d have loved for people to make more decisions. 9e said 
so constantly. 9e’d tell his ops manager, JVust handle itK! )ut Jhandle it! without decision criteria is like telling 
someone to Jdrive somewhere nice! without giving them a destination. Sure, they could go somewhere. )ut 
they’re not going to risk picking the wrong place, so they come back and ask you where you want to go.

Fave didn’t have a people problem. 9e had a decision rights problem. 9e had never deHned, in clear and speciHc 
terms, which decisions belonged to which roles, what criteria should guide those decisions, and what the 
boundaries of Jgood enough! looked like.

So, everything 8owed uphill to Fave. Uvery. Single. Fay.

The 3ord Nobody 3ants to 9ear

I’m going to use a word that makes most landscape company owners’ eyes glaje overE
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wl�sptisg;igse.

I get it. It sounds like something a consultant says right before handing you a $“?,??? invoice and a binder you’ll 
never open. It sounds corporate and boring and completely disconnected from the reality of running crews, 
managing routes, and dealing with a client who’s furious because someone scalped their front lawn.

)ut infrastructure is xust a fancy way of saying Jthe invisible stuff that makes the visible stuff work.! zour truck 
runs because of an engine you never see. zour phone works because of networks you never think about. zour 
company should work the same way. Fecisions are getting made, problems are getting solved, (uality is being 
maintained, all without you personally touching every piece.

The kind of infrastructure I’m talking about isn’t software. It’s not an app. It’s not a new CRM or a proxect 
management tool or whatever YI solution someone’s trying to sell you at the neBt trade show. Those things are 
useful, but they’re tools. Ynd tools without a framework are xust eBpensive shelf decorations.

The infrastructure that breaks through ceilings is clarity about decision rights. It’s a simple, documented, trained 
answer to one (uestion that gets asked a thousand times a day across your organijationE

3ho decides this, and based on what criteria5

That’s it. That’s the whole game. 3hen every person in your company knows what they own, what they escalate, 
and what Jgood! looks like, you stop being the bottleneck and start being the leader. zour phone stops bujjing 
at 64A7 YM. zour ops manager starts operating. zour crew leaders start leading.

Ynd your company starts growing past whatever ceiling it’s stuck under.

Are You the Ceiling? (A Ruthlessly Honest Self-Assessment)

)efore we go any further, let’s Hgure out where you truly stand. Ynswer these ten (uestions honestly. Nobody’s 
grading you. This is between you and whatever’s left of your coffee.

If you disappeared for two weeks, what would happen?

1. Operations run smoothly. No disruption.

%. Minor hiccups, but nothing signiHcant.

2. Several issues surface, but the team manages.

A. Faily calls and escalations.

“. Things stall or spiral (uickly.

How many decisions hit your phone daily that someone else should own?

1. Ylmost none.

%. Y few minor ones.

2. “+1? per day.
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A. 1?+%? per day.

“. Constant interruptions all day long.

Are decision thresholds clearly documented?

1. zes. Follar limits and authority levels are written and known.

%. Mostly documented, minor gray areas.

2. Some verbal clarity, not formalijed.

A. *ague. It depends on the situation.

“. No deHned thresholds. Uverything comes to me.

When problems escalate, why?

1. They are truly strategic or high-risk.

%. Mostly strategic, occasional clarity gap.

2. Ybout half are avoidable.

A. Most are due to unclear authority.

“. Nearly all are because no one knows the rules.

Could your ops manager explain your standards without you present?

1. Clearly and conHdently.

%. Mostly, with minor uncertainty.

2. Partially.

A. Only in limited areas.

“. No. They rely on you for xudgment.

When margins dip, can you trace it to behavior?

1. zes. 3e track decision behavior and NPIs.

%. 0sually.

2. Sometimes, after digging.

A. Rarely.

“. 3e Hnd out too late.

Are you the default problem-solver?
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1. Rarely. The system handles most issues.

%. Occasionally.

2. Often.

A. Ylmost always.

“. Ylways. Uverything routes through me.

Why do people escalate decisions?

1. Clear authority and strong conHdence.

%. Yuthority clear, conHdence improving.

2. MiBed clarity.

A. Yuthority unclear.

“. )oth authority and conHdence are unclear.

How many hours per week do you spend on decisions someone else should make?

1. ?+2 hours.

%. 2+“ hours.

2. “+1? hours.

A. 1?+%? hours.

“. %?O hours.

If growth stalled tomorrow, what would be the real reason?

1. Market conditions or capacity strategy.

%. Some market, some internal.

2. UBecution inconsistency.

A. Leadership bottlenecks.

“. Uverything still 8ows through me.

Scoring

10 to 20’ You.re in good shape5 zou’ve probably already built some version of decision rights, even if you didn’t 
call it that. This book will help you formalije and scale what’s already working.

21 to 3B’ You.re at the tipping point5 zou’ve got some infrastructure, but the cracks are showing. zou can feel 
the ceiling above you. This book is eBactly what you need right now, before those cracks become craters.
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36 to B0’ You are the ceiling5 I don’t say that to be harsh. I say it because I’ve been there, and I’ve watched dojens 
of owners in your eBact position. The good news5 The HB is clear, it’s concrete, and it doesn’t re(uire blowing 
up your company. It re(uires building the infrastructure that should have been there three revenue milestones 
ago.

3hatever you scored, here’s what I want you to understandE this isn’t a character 8aw. )eing the bottleneck isn’t 
a sign of poor leadership. It’s the natural conse(uence of building a company the way every landscape owner 
builds a company. )y being the hardest worker in the room, saying yes to everything, and solving every problem 
through sheer force of will. That approach got you to where you are. It xust can’t get you to where you want to 
go.

What This Fook Will Do 7or You

This book is not a manifesto. It’s not a memoir. It’s not going to spend %?? pages inspiring you to Jwork on your 
business, not in it! and then leave you wondering how.

This is a playbook. Y Held guide. Y tactical manual for building the decision rights infrastructure that lets your 
company operate and grow without you in the middle of every conversation.

9ere’s what you’re going to walk away withE

Y clear framework for identifying which decisions belong to which roles in your company

”ifteen ready-to-use decision rights templates built speciHcally for landscape operations. Not generic business 
concepts translated to your industry, but scenarios you face every week.

Role-speciHc playbooks for crew leaders, ops managers, account managers, and branch managers that you can 
hand them on Monday morning

Y q?-day implementation roadmap that tells you eBactly what to do in what order, including how to handle the 
resistance you’ll inevitably get

Math. Real numbers show you eBactly how much organijational ambiguity is costing you, so you can stop 
guessing and start HBing.

In Chapter %, we’re going to dig into the %7 Minute Problem and put a dollar Hgure on the chaos. zou’re going 
to see eBactly what unclear decision rights cost your company every single day. ”air warningE you might need 
something stronger than coffee for that one.

)ut Hrst, do me a favor. –o back to that self-assessment. Look at your score. Ynd ask yourself one (uestionE

If I got hit by a bus tomorrow, or better yet, if I xust wanted to take my family to 9awaii for three weeks, would 
my company run without me5

If the honest answer is no, you’re in the right place. Let’s build something that changes that answer.

PPP
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Chapter 2
The 27-Minute Problem
The Most Expensive Thing You Can’t See

“We don’t have a revenue problem. We have a leaking bucket problem. And the holes are invisible.” 
-Owner of a $9M landscape company, after completing a decision audit

I f I walked into your shop right now and stole $4,700 out of the cash register, you’d notice. You’d call the police. 
You’d probably install cameras by the end of the week.

But that’s roughly what organizational ambiguity is stealing from you every single day. And you don’t notice 
because it doesn’t look like theft. It looks like normal operations. It looks like your crew leader is waiting in a 
parking lot for a callback. It looks like your ops manager is walking down the hall to ask you a question he should 
already know the answer to. It looks like a job that takes six hours instead of Nve because nobody was sure whose 
call it was to make a change.

It doesn’t feel like bleeding money. It feels like Tuesday.

In this chapter, I’m going to show you exactly how much this is costing you. Rot in theory, not in vague 
business school concepts, but in dollars. Weal, calculable, checkbook dollars that you could redirect to growth, 
to equipment, to better pay for your best people, or to your own pocket. By the end of this chapter, you’ll have 
a number. Your number. And I’ll bet you it’s a lot bigger than you think.

Fhere 27 Minutes Comes Lrom

:et me be upfrontH 27 minutes is not a number I pulled from thin air. It’s a conservative composite based on what 
I’ve observed across dozens of landscape operations over thirty years. And here’s what’s importantH it’s not 27 
minutes of someone sitting in a chair doing nothing. It’s scattered across the day in small, almost invisible chunks 
that nobody tracks and nobody questions.

6ere’s how it typically breaks downH

The Waiting Tax (8 to 12 minutes per day)

This is the time your people spend waiting for answers they shouldn’t need to wait for. The crew leader who 
texts you at 3150 AM about a schedule change and doesn’t hear back until 71“”. The account manager who needs 
pricing approval, but you’re in the truck between sites. The ops manager who has three decisions stacked up, 
but you’re on a call with a client.
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Your people aren’t lazy during these gaps. They’re doing other things. But the thing that needed to happen isn’t 
happening. And every minute of waiting creates a ripple. A crew that should have left at 7100 leaves at 71“”. Lifteen 
minutes times four guys on the crew times Nve days a week. It adds up fast.

The Confusion Tax (6 to 10 minutes per day)

This is time spent Nguring out what to do when the answer isn’t clear. A crew shows up to a job, and the scope 
has changed, but nobody communicated it. An account manager gets a complaint and isn’t sure if they can offer 
a discount or if they need to check Nrst. A crew leader sees a safety issue but doesn’t know if he has the authority 
to stop work or if that’s going to get him in trouble.

The confusion tax is sneaky because it doesn’t look like confusion. It looks like caution. It looks like your people 
are being (careful.) But what they’re really doing is protecting themselves from making a decision that might be 
wrong, because nobody ever told them what (right) looks like.

The Rework Tax (5 to 8 minutes per day)

This is time spent Nxing things that were done wrong because the standard wasn’t clear. And I don’t mean your 
people did bad work. I mean, they made a judgment call, did what they thought was right, and it turned out you 
wanted something different. So, it gets redone.

The classic exampleH a crew leader decides to skip edging on a property because they’re running behind. It makes 
sense to him. 6e’s trying to stay on schedule. Then the account manager drives the property, sees it, and sends 
the crew back. Two hours of rework that could have been avoided with one simple ruleH edging is never optional 
on a full-service contract. Period.

Or the ops manager approves a subcontractor for a job, picks someone based on availability, and you Nnd out 
later that the pricing was $2,000 more than your preferred vendor. It wasn’t a mistake. It was an information 
gap dressed up as a decision.

The Hesitation Tax (3 to 5 minutes per day)

This one is the hardest to see, but it might be the most expensive. It’s the time your people spend doing nothing 
because they’ve learned that taking initiative can backNre. They’ve been burned before. They made a call, it was 
the wrong call 8in your eyesD, and they got corrected. So now they wait. They check. They ask.

The hesitation tax is the organizational equivalent of a dog that’s been shocked by an invisible fence. They don’t 
know exactly where the boundary is, so they stop well short of it. Your best people start playing it safe. And 
playing it safe in a landscape operation means playing it slow.

Add it all upH G to “2 minutes waiting. 3 to “0 confused. ” to G redoing. 5 to ” hesitating. That’s 22 to 5” minutes 
per person per day, with 27 as a reasonable midpoint. And I’ll say it againH that’s conservative. In companies with 
no decision rights infrastructure at all, I’ve seen it north of 4” minutes.

:et’s ×o the Math 8This Is =oing to 6urtD

I promised you a number. :et’s build one.

6ere’s the formula. It’s not complicated, which is part of what makes it so painfulH
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THE 27-MINUTE COST FORMULA

Rumber of employees ÷ 27 minutes per day ÷ working days per year ÷ average cost per minute " Annual Cost of 
Ambiguity

Average cost per minute " 8average hourly labor cost including burdenD ' 30

%Burden% includes wages, payroll taxes, workers? comp, health insurance, and other employment costs. Lor most 
landscape companies, labor burden costs run “.2”x to “.4x the base wage.

Row let’s plug in some real numbers across different company sizesH

If you’re running a $3M company with 3” employees, organizational ambiguity is costing you roughly $22”,000 
per year. That’s not a rounding error. That’s a branch manager’s salary, then some. That’s three new trucks. That’s 
the difference between an GQ net margin and a “2Q net margin.

And if you’re at $“0MU You’re looking at $57G,000 per year. Falking out the door. Invisibly. Fhile you’re busy 
answering the phone for the fourteenth time before lunch.

Row here’s the part that really stingsH these numbers assume everyone in your company loses 27 minutes. In 
reality, the loss isn’t distributed evenly. Your most expensive people 8account managers, ops managers, project 
managersD are often the ones losing the most time because they’re the ones most frequently stuck in the decision 
queue. So, the actual cost per wasted minute is higher for the roles that hurt the most.

The Costs That Don’t Show Up in the Formula

The 27-minute math is damning enough. But it only captures the direct cost of wasted time. There are at least 
four other costs that the formula doesn’t touch, and every one of them is real.

The Turnover Cost

=ood people leave organizations where they feel powerless. Rot always loudly. Rot always dramatically. They 
just start looking. Fhen a talented ops manager or a strong crew leader realizes they have responsibility without 
authority, that their title is decorative, and their judgment doesn’t matter, they check out emotionally long before 
they check out physically.

Weplacing a crew leader costs you roughly $G,000 to $“2,000 when you factor in recruiting, training, lost 
productivity during the ramp-up, and the quality dips that always come with a new person learning your clients’ 
properties. Weplacing an ops manager or account managerU $“”,000 to $2”,000 or more. And that doesn’t include 
the institutional knowledge that leaves with them.

I’ve watched companies lose their best people and blame it on the labor market. (Robody wants to work 
anymore.) Maybe. Or maybe your best people want to work somewhere they’re trusted to make decisions.

The Opportunity Cost

Every hour you spend answering questions your team should handle is an hour you’re not spending on growth. 
You’re not meeting with that potential client. You’re not negotiating that equipment deal. You’re not building a 
relationship with the property manager who controls $400,000 in contracts.



PAUL LUKERT12

I once asked a landscape owner to track his time for one week. Rot roughly. Actually track it in Nfteen-minute 
increments. At the end of the week, he found that he’d spent 22 hours on decisions that should have been made 
by someone else. Twenty-two hours. That’s almost three full working days. In one week. Spent on things like 
approving overtime, deciding whether to send a crew back to redo a mulch bed, and conNrming which truck to 
assign to a new project.

Fhat would you do with 22 extra hours a weekU I’m guessing you wouldn’t spend them approving purchase 
orders.

The Quality Cost

Fhen your people are hesitant or confused, quality suffers. Rot because they don’t care, but because ambiguity 
breeds inconsistency. One crew leader makes the call to go above and beyond on a problem property. Another 
crew leader on the same account plays it safe and does the minimum. The client gets two different experiences 
and wonders why the service is inconsistent.

*uality issues lead to client complaints. Client complaints lead to concessions, credits, and sometimes lost 
accounts. Every account you lose because of inconsistent service is a direct, traceable cost of not having clear 
decision standards. But it never shows up as a line item labeled (lost due to ambiguity.) It just shows up as churn. 
And you blame the market, or the client, or the crew.

The Growth Ceiling Cost

This is the big one, and it circles back to Chapter “. Every dollar your company doesn’t earn because it can’t scale 
past the owner’s capacity is a cost. It’s invisible because it’s a negativeH revenue you never generated, clients you 
never landed, markets you never entered.

If your company has been stuck between $”M and $7M for three years, and you believe the market could support 
$“0M or more, then the difference between where you are and where you could be is the growth ceiling cost. 
Lor many of the owners I work with, that number is measured in the millions. Rot thousands. Millions in revenue 
they’re leaving on the table because their infrastructure can’t keep up with the growth their market is driving.

A Tale of Two Companies

:et me give you a picture of what this looks like in practice. Two landscape companies, same metro area, same 
services, roughly the same revenue. Around $3M each. But radically different results.

Company AH Precision :andscapes

The owner of Precision :andscapes 8not the real name, but the real storyD was working 3” hours a week. 6is 
phone was the central nervous system of the entire operation.

Rothing meaningful happened without his input. 6is ops manager called him the (6uman Wouter) behind his 
back, and honestly, it was an accurate description.

Margins were thin. Turnover was high. The company had been stuck between $”.”M and $3.2M for four years. 
6e’d tried adding salespeople. 6e’d tried new software. 6e’d tried a leadership retreat 8his wordsH (four thousand 



DESIGN YOURSELF OUT 13

dollars for a ropes course and trust falls)D. Rothing moved the needle because the core problem was untouchedH 
nobody in the company knew what they were allowed to decide without calling the boss.

Fhen we ran the numbers, organizational ambiguity was costing Precision roughly

$2“0,000 a year in direct productivity loss. Add in the turnover costs 8they’d lost three crew leaders and an 
account manager in the previous eighteen monthsD and the opportunity cost of the owner’s time, and the real 
number was closer to $400,000.

Company BH Widgeline Property Services

Widgeline 8also not the real nameD was run by an owner who, almost by accident, had built a basic version of 
decision rights. She’d come from a hospitality management background before entering the landscape industry, 
and she brought with her a simple habitH every time someone asked her a question, she’d answer it, then write 
down the rule so nobody had to ask again.

Over three years, she’d built a growing collection of (if this, then that) guidelines. It wasn’t fancy. It lived in a 
shared =oogle ×oc that was frankly a mess. But it existed, and her team used it. 6er crew leaders knew they 
could approve overtime for up to two hours without calling anyone. 6er account managers knew they could 
offer a service credit up to $200 for a legitimate complaint. 6er ops manager knew the budget thresholds for 
equipment decisions.

The resultU Widgeline was running at roughly the same revenue as Precision, but the owner was working 4” hours 
a week. Turnover was half of Precision’s. Margins were three points higher. And here’s the kickerH Widgeline grew 
to $G.”M the following year while Precision stayed Mat.

Same market. Same labor pool. Same types of clients. Completely different infrastructure. Completely different 
outcomes.

Calculate Your Rumber

I’ve shown you the formula, the table, and the stories. Row it’s your turn. I want you to calculate your company’s 
annual cost of ambiguity. ×on’t overthink it. Nse the best numbers you have. This doesn’t need to be audited. It 
just needs to be honest.

YOUR COST OF AMBIGUITY WORKSHEET

  Step “1 6ow many total employees do you haveU

  Step 21 Fhat is your average burdened hourly labor costU

  8If you’re not sure, take your average wage and multiply by “.5.D

  Step 51 MultiplyH

  Employees ÷ 27 minutes ÷ 2”0 working days " total wasted minutes per year

  Total wasted minutes ' 30 " total wasted hours per year

  Total wasted hours ÷ burdened hourly rate " YONW ARRNA: COST OL AMBI=NITY
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  Step 41 Frite that number down.

  Step ”1 Row answer honestlyH

Fhat would you do with that money if you could recover even half of itU

If you want a shortcut, here’s the quick versionH take your employee count, multiply by $5,”00, and you’ll be in 
the right neighborhood. Lifty employeesU Woughly $“7”,000. A hundred employeesU Woughly $5”0,000. It’s not 
precise, but it’s close enough to make the point.

Fhy This Matters More in 2023 Than Ever Before

You might be reading this and thinking, (Okay, so I’m losing money to ambiguity. But I’ve always been losing 
money to ambiguity. Fe’re doing Nne. Fhy should I care nowU)

Because the margin for error is shrinking. Last.

Live years ago, you could absorb $200,000 in hidden waste because margins were healthier, labor was more 
available, and clients weren’t as price sensitive. The math forgave sloppiness. Rot anymore.

Material costs are elevated and are not coming back down. Insurance premiums have climbed for three 
consecutive years. The labor pool is tighter than it’s been in two decades because you’re not just competing 
with other landscape companies for workers. You’re competing with Amazon warehouses, NPS delivery routes, 
and construction companies that can offer climate-controlled work for comparable pay.

In this environment, the companies that win are the ones that squeeze waste out of their operations. Rot by 
working people harder, not by cutting corners on quality, but by eliminating the organizational friction that 
turns a Nve-hour job into six hours and a clear decision into a twenty-minute phone tag session.

The 27-minute problem isn’t a nice-to-Nx. It’s a have-to-Nx. And the companies that Nx it Nrst are going to pull 
ahead while everyone else wonders why they’re falling behind.

The =ood Rews

6ere’s the part I enjoy telling peopleH this is Nxable. All of it. The waiting, the confusion, the rework, the hesitation. 
Every one of those minutes can be recovered. Rot all at once, and not overnight, but systematically, predictably, 
and permanently.

The solution isn’t complicated. It’s not a six-Ngure software purchase. It’s not a leadership overhaul. It’s not a 
consultants-in-every-meeting kind of transformation. It’s a framework. A clear, documented, trained-on set of 
decision rights that tells every person in your organization what they own, what they don’t, and what (good) 
looks like.

In Chapter 5, I’m going to show you why the things you’ve probably already tried 8hiring more people, buying 
software, working harderD haven’t solved this problem, and what actually does. Then in Part 2, we’ll build the 
framework together, step by step.

But before you turn the page, go back to that worksheet. Frite down your number. Put a circle around it. Maybe 
tape it to your desk, your dashboard, or your bathroom mirror.
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Because that number isn’t just what you’re losing. It’s what you’re about to get back.

OOO



Chapter 3
Why Traditional Solutions Fail
The Expensive Detours

“We spent $40,000 on software, hired two new managers, and I started waking up at 43A0 M.y M lear 
cater, nothing had xhanged ebxept I was more tired and more ”rokeyC 

-Owner of a $7.5M landscape company

B y now, you know the problem. Your company is leaking time, money, and momentum because nobody 
knows who decides what. The 27-minute problem is real, and it’s expensive. So naturally, your instinct is 

to Gx it.

jood. That instinct is right. The problem is that most landscape owners reach for the same four or Gve solutions, 
and every single one of them misses the actual issue. They’re not bad ideas. They’re Iust incomplete ideas. They 
treat symptoms while the disease continues to spread.

L’ve watched owners spend years cycling through these solutions, convinced that the next one will be the 
breakthrough. Lt’s like trying to Gx a leaky roof by buying nicer furniture. The furniture is Gne, but the water’s 
still coming in.

Het’s walk through the usual suspects, one by one, and L’ll show you exactly why each one falls short on its own.

Solution #1“ WeJ suNt dJJH to riMJ PoMJ pJo”lJ2

This is the most common response to feeling overwhelmed, and it makes intuitive sense. You’re drowning in 
work, your people are stretched thin, and the logical move is to add capacity. Aire another crew leader. Bring 
on an assistant ops manager. qdd a proIect coordinator.

So, you do. qnd for a few weeks, things feel better. The new person absorbs some of the workload. Fires get put 
out a little faster. You breathe for the Grst time in months.

Then the honeymoon ends.

The new hire starts asking the same “uestions everyone else asks. ?Should L approve this”X ?What do we do 
when the client wants :”X ?Ls this my call or should L check with you”X Because you haven’t deGned the decision 
boundaries, the new person does what every rational human does in an unclear environmentJ they escalate. 
They come to you. Nust like everyone else.
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6ow you have the same bottleneck, but with one more person feeding into it. You didn’t reduce the load on 
yourself. You increased the number of people who depend on you.

You went from being the bottleneck for 15 people to being the bottleneck for 11.

L worked with a company outside of Charlotte that had hired three ?managersX in eighteen months, trying to solve 
this exact problem. qn operations manager, a client services manager, and a 0eet manager. Combined salary 
costJ roughly $2P8,888. But the owner was still making the same decisions he’d been making before the hires. 
The managers had titles and desks but lacked decision-making authority. They were expensive messengers.

When L asked one of the managers what he was empowered to decide without calling the owner, he laughed. 
?Technically” What to have for lunch”X

Airing isn’t the wrong move. But hiring without decision-making authority is like adding more lanes to a highway 
with a toll booth in the middle. You can widen the road all you want. Lf every car still must stop at the same booth, 
trafGc doesn’t improve.

Solution #I“ Wk suNt dJJH to eoMa r3MHJM2

This one is personal because L’ve lived it and L’ve watched hundreds of owners live in it, too. You got where you 
are by outworking everyone else. You were the Grst one on the Iob and the last one to leave. You answered every 
call, solved every problem, and made every sacriGce. Aard work is in your D6q. Lt’s your identity.

So, when the company stalls, your Grst instinct is to push harder. Wake up earlier. Stay later. qnswer emails at 
P8 (M. Work Saturdays. Skip vacations. Nust grind through it.

Aere’s the uncomfortable truthJ working harder is how you got to this ceiling in the Grst place. The same trait 
that built your company is now the thing holding it back. qnd no amount of extra hours will Gx a structural 
problem.

Think about it mathematically. There are P1) hours a week. Het’s say you’re already working 15. You sleep 1 
hours a night 4which is less than you should, by the wayR. That’s z2 hours for sleep. You’re left with 1P hours for 
everything elseJ family, health, eating, driving, basic human existence. Lf you push to 75 hours a week, you gain 
P8 more hours of work capacity, but you lose them from an already thin slice of life.

qnd what do those P8 extra hours get you” More time being the bottleneck. More decisions are 0owing through 
you. More texts answered, more approvals granted, more Gres extinguished. You haven’t Gxed the system. You’ve 
Iust extended your shift inside a broken one.

L once met a landscape owner at a trade show who told me, with genuine pride, that he hadn’t taken a day off 
in fourteen months. L didn’t congratulate him. L asked him what his company would look like in Gve years if he 
kept that pace. Ae didn’t have an answer. Ae Iust stared at his coffee for a long time.

The ?work harderX solution has its own ceilingJ your physical and mental capacity. qnd when you hit it 4not if, 
whenR, the failure isn’t gradual. Lt’s sudden. q health scare. q family crisis. Burnout that turns you from a driven 
operator into someone who can barely get through Monday morning. L’ve seen all three.
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Your company doesn’t need more of your hours. Lt needs less of your involvement in decisions that should be 
made by others.

Solution #B“ WeJ dJJH fJttJM Sowt43MJ2

jo to any landscape industry trade show, and you’ll be surrounded by software companies promising to 
transform your operations. C*Ms, proIect management platforms, scheduling tools, j(S 0eet tracking, proposal 
software, and time-tracking apps. The booths are shiny. The demos are impressive. The sales reps are convinc-
ing.

So, you buy one. Maybe two. Maybe you’ve bought four different platforms in the last Gve years, each time 
believing this is the one that will Gnally bring order to the chaos.

qnd each time, the same thing happens. You implement it with great enthusiasm. There are training sessions. 
There’s an onboarding period. For a few weeks, everyone uses it. Then adoption starts to fade. Your crew leaders 
go back to texting. Your ops manager builds workarounds. The account managers use half the features and 
ignore the rest. Six months later, you’re paying $P,288 a month for software that’s basically an expensive address 
book.

L’m not anti-software. Het me be very clear about that. jood software is valuable. But software is a tool, and a 
tool is only as useful as the system it operates within. Lf you buy a state-of-the-art j(S tracking system but 
nobody knows who’s responsible for reviewing the data and making routing decisions based on it, what have 
you actually bought” qn expensive dashboard that nobody looks at.

Software can’t tell your crew leader what he’s allowed to decide. Software can’t deGne the threshold at which 
your account manager should offer a credit rather than escalate a complaint. Software can’t replace the 
conversation where you tell your ops manager, ?Aere’s what you own, here’s what you escalate, and here’s what 
good looks like.X

Software automates processes. But if the underlying process is ?everyone asks the owner,X then you’ve Iust 
automated the bottleneck. You’ve made it faster for people to reach you with “uestions they shouldn’t be asking. 
Congratulations, your team can now interrupt you in real time instead of waiting for a callback.

L worked with a Midwest company that had implemented a well-known landscape management platform. 
Beautiful system. (owerful features. The whole team had licenses. When L asked the ops manager how he used 
it, he said, ?Mostly L put notes in there so when the owner calls me asking about a Iob, L can pull up the details 
faster.X The software hadn’t changed the decision 0ow. Lt had Iust made the broken decision 0ow slightly more 
efGcient.

The right se“uence isJ deGne decision rights Grst, then buy software that supports those decisions. 6ot the other 
way around. Software should enforce and enable a clear decision structure. Lt should never be asked to create 
one.

Solution #L“ WeJ dJJH hJ3HJMNDi” vJmJlo”5Jnt2

This one sounds really smart, which is part of why it’s dangerous. The logic goes like thisJ if your managers aren’t 
making decisions, they must not know how. So, send them to training. Buy them books. Bring in a leadership 
coach. Lnvest in their development so they can step up.
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6oble idea. L’m all for developing your people. But leadership training without decision rights is like teaching 
someone to swim and then never letting them near the water. You can train your ops manager in con0ict 
resolution, strategic thinking, time management, and emotional intelligence. qll excellent skills. But if he still 
must call you before approving a $588 e“uipment repair, what exactly did the training accomplish”

The issue in most landscape companies isn’t that managers lack the ability to make decisions. Lt’s because 
they lack permission. They’re not unskilled. They’re unclariGed. They don’t know what’s theirs to own. qnd 
no leadership seminar in the world teaches that, because it’s not a leadership problem. Lt’s an infrastructure 
problem.

L’ve sat in meetings where an owner criticiFed his managers for not ?stepping upX and ?taking ownership.X 
Meanwhile, the week before, that same owner had overruled a decision one of those managers made about 
crew assignments. The manager had made a reasonable call. Lt wasn’t the call the owner would have made, so 
the owner changed it. Then he wondered why that manager stopped making calls.

You can’t train initiative into someone while simultaneously punishing initiative. That’s not a leadership gap. 
That’s a trust gap created by unclear boundaries.

Headership development works brilliantly, but only after you’ve established decision rights. Once your managers 
know what they own, training helps them own it better. The se“uence matters.

Solution #R“ WeJ dJJH to gJoMz3niTJ2

When all else fails, the instinct is to restructure. Move the org chart around. Create new reporting lines. Combine 
departments. Split departments. (romote someone. Create a new title. qdd a layer between you and the front 
lines.

*eorganiFing feels productive because it’s visible. There are announcements. There are new org charts. (eople 
move desks. Lt feels like progress.

But most landscape company reorganiFations are Iust rearranging deck chairs. Lf the fundamental “uestion 4?who 
decides what”XR hasn’t been answered, moving people around on a chart doesn’t change anything. You’ve Iust 
given the same confusion a new mailing address.

L’ve seen companies reorganiFe three times in two years. Each time, the owner was convinced that the structure 
was the problem. ?Lf L Iust put the account managers under operations instead of sales, things will work better.X 
They didn’t. Because the account managers still didn’t know what they were empowered to decide, regardless 
of who they reported to.

*eorganiFation can be useful, but only as a conse“uence of deGning decision rights, not as a substitute for it. 
Sometimes, once you’ve clariGed who owns which decisions, the right structure becomes obvious. The structure 
should serve the decision framework.

When you 0ip that order and try to solve decision problems with structural changes, you Iust create a differ-
ent-shaped mess.

CDJ Ao55on CDMJ3H
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Every one of these solutions has the same blind spot. They all assume the problem is a resource problem 4not 
enough people, not enough effort, not enough technology, not enough skill, not enough structureR when it’s 
actually a clarity problem.

Your company doesn’t need more resources. Lt needs more clarity about how existing resources are allowed to 
operate.

Het me put it another way. Lmagine you’re coaching a football team. Your players are talented. Your playbook is 
thick. Your facilities are great. But you never told the “uarterback which plays he’s allowed to audible and which 
ones need to come from the sideline. You never told the cornerback whether to play man or Fone on third down 
without a signal from the coordinator. You never told the punt team whether they’re allowed to fake it if the 
formation is right.

What happens” The “uarterback checks the sideline on every play. The cornerback hesitates at the snap. The 
punt team plays it safe every single time. qnd you, standing on the sideline, are making 58 real-time decisions 
per game that your players should be making on the Geld.

6ow imagine someone suggests the Gx is to recruit better players. Or to yell louder from the sideline. Or to buy 
a better headset system. Those aren’t wrong ideas. They’re Iust not the right ones for this problem.

The right Gx is to deGne, clearly and speciGcally, what each player is authoriFed to do on their own and what 
re“uires a call to the sideline. Then practice it. Then trust it.

That’s decision rights. qnd it’s what makes all the other solutions actually work.

eD3t cytu3llq eoMaN

L’m not telling you to stop hiring good people. L’m not telling you to cancel your software subscriptions. L’m not 
saying leadership development is a waste, or that organiFational structure doesn’t matter. qll of those things are 
valuable.

But they only have value after you’ve built the foundation. qnd the foundation is clarity about decision rights. 
Aere’s what changes when you build itJ

Airing becomes effective because new people Ioin a system that tells them what they own from day one instead 
of spending six months trying to Ggure out what they’re allowed to do

Your effort gets redirected because you stop spending 22 hours a week on decisions that belong to other people 
and start spending that time on growth, strategy, and the work only you can do

Software becomes powerful because it supports a clear decision structure instead of automating a broken one

Headership training sticks, because your managers have actual authority to practice what they’ve learned

Structure makes sense because the org chart re0ects real decision ownership instead of Iust reporting lines on 
paper.
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Decision rights aren’t a replacement for these other solutions. They’re the prere“uisite. They’re the operating 
system that everything else runs on. Without them, every other investment underperforms. With them, every 
other investment multiplies.

CDJ gizDt SJ0uJnyJ

Lf L could tattoo one thing on every landscape owner’s forearm 4besides their company’s mission statement, 
which wouldn’t GtR, it would be thisJ

Rcaritl Trsty 'esourxes sexondy (oocs thirdy

First, deGne who decides what and based on what criteria. Second, make sure you have the right people in 
the right roles to make those decisions. Third, give them the tools 4software, training, processesR to execute 
effectively.

Most companies run this se“uence in reverse. They buy tools, then hire people, then vaguely hope clarity 
emerges on its own. Lt never does. Clarity doesn’t emerge. Lt’s built. Deliberately. On purpose. With intention.

That’s what (art 2 of this book is about. We’re going to build your decision rights framework from the ground up. 
Chapter by chapter. Starting with mapping every decision in your organiFation, then building the matrix that 
assigns ownership, and then deGning what ?goodX looks like for each one.

You’ve seen the problem. You’ve calculated the cost. You understand why the usual Gxes haven’t worked. 6ow 
it’s time to build the thing that actually does.

Turn the page. Het’s get to work.

GGG



Chapter 4
Mapping Your Decision Universe
You Can’t Fix What You Can’t See

“The rstp tpeo px ringa ygvphnga nt teenga e.esvphngaO cgwe me dyooe, e.esv ,ewntnxg ng phe 
wxdoygvl np myt knue p’sgnga xg phe knahpt ng y sxxd meb, feeg tp’dfknga phsx’ah ”xs veystO  

-Operations manager at a $12M landscape company

B efore we build anything, we need to understand what we’re building for. And that starts with a question 
that sounds simple but almost nobody can answer completely:

How many decisions get made in your company on a typical day?

Go ahead and guess. Pick a number.

If you said twenty or thirty, you’re off by a factor of ten. A $6M landscape company with 65 employees makes 
somewhere between 200 and 400 decisions on a typical operating day. That’s not a typo. Everything from “which 
crew goes to which route” to “do we edge this property today” to “should I call the client about this dead shrub 
or just replace it” to “is this mower worth repairing or should we pull the backup” counts as a decision.

Most of these decisions are small. Individually, they barely register. But collectively, they are your company. The 
sum of every decision made (or not made, or made badly, or made too late) on every job site, in every truck, at 
every desk, every single day is what determines your quality, your margins, your reputation, and your growth.

And right now, you probably couldn’t list even a third of them. That’s normal. That’s also the problem.

In this chapter, we’re going to turn on the lights. We’re going to map your entire decision universe, identify the 
ten major decision categories that drive landscape operations, and give you a practical audit tool to capture 
what’s actually happening in your company over the course of one week.

This is the foundation. Everything we build in Chapters 5 through 8 depends on getting this right.

The 10 Decision Categories in Landscape Operations

After working with dozens of landscape companies at every revenue level from $2M to $20M, I’ve found that 
virtually every decision falls into one of ten categories. The speciQc decisions within each category will vary by 
company size, service mix, and market, but the categories themselves are remarkably consistent.

Understanding these categories is the Qrst step toward building your decision rights matrix in Chapter 5. Think 
of this as creating the Qling system before you start Qling.
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Scheduling and Routing Decisions

These are the decisions that determine who goes where, when, and in what order. They happen before the Qrst 
truck rolls in the morning, and they keep happening throughout the day as conditions change.

Examples: Which crew handles which route today? Whether to shufNe assignments when someone calls out 
sick. How to adjust the schedule when rain pushes Tuesday’s work to Wednesday. Whether to send a crew to a 
priority callback or keep them on the scheduled route. When to split a crew between two smaller jobs versus 
keeping them together on a larger one.

These decisions are high-volume and time-sensitive. If they don’t get made quickly, trucks sit idle. And trucks 
sitting idle are money evaporating in real time.

Client Relationship Decisions

Anything that touches the client experience falls here. These are decisions about how you interact with the 
people who pay you, and they have an outsized impact on retention and reputation.

Examples: How to respond to a client complaint. Whether to offer credit or a redo. When to proactively 
communicate about a service issue. How to handle a request that falls outside the contract scope. Whether 
to accommodate a last-minute add-on or push it to the next visit. How to manage expectations when weather 
delays a scheduled service.

Client relationship decisions are emotionally charged, which is exactly why they tend to get escalated to the 
owner. Your account manager doesn’t want to be the one who gives away too much or the one who loses the 
account by being too rigid. So they call you.

Every time.

Pricing and Estimating Decisions

These decisions directly affect your revenue and margins. They’re the ones owners tend to hold onto longest, 
and for understandable reasons. Pricing feels like the one thing you can’t afford to get wrong.

Examples: Whether to match a competitor’s bid. How to price an enhancement or add-on. What discount (if 
any) to offer for multi-year contracts? How to handle a renewal when costs have gone up, but the client is 
pushing back. When to walk away from a job that doesn’t meet margin thresholds. How to price change orders 
on construction projects.

The challenge here is that most owners are the only ones who understand the full margin picture. They haven’t 
shared the logic behind their pricing decisions, so nobody else can replicate them. We’ll address exactly how to 
solve this when we build the decision rights matrix in Chapter 5.

People and Stafqng Decisions

Anything related to your workforce: hiring, Qring, disciplining, promoting, assigning, training, and managing 
performance. These are the decisions that shape your team culture, and they’re often the most uncomfortable 
ones to delegate.
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Examples: Whether to hire a candidate after an interview. When to issue a written warning versus a verbal 
conversation. How to handle chronic tardiness. Whether to promote a crew member to crew leader. How to 
manage a conNict between two employees. When to let someone go and when to invest in coaching them.

People decisions carry legal and cultural weight. That makes owners nervous about handing them off, which is 
understandable. But the solution isn’t to make every people decision yourself. It’s to deQne clear guardrails and 
escalation triggers so your managers can handle the day-to-day while you stay involved in the decisions that 
truly require your judgment.

EFuipment and Qleet Decisions

Anything involving your machines, trucks, trailers, and tools. These decisions affect both your daily productivity 
and your capital allocation.

Examples: Whether to repair or replace a piece of equipment. When to rent instead of buy. Which vendor to use 
for parts? Whether to pull the backup mower or send a crew home short-handed. When to take a truck out of 
service for maintenance versus running it one more week. How to handle a breakdown on a job site.

Equipment decisions have clear dollar thresholds, which make them among the easiest to delegate. Your ops 
manager should be able to approve repairs up to a deQned amount without calling you. We’ll set those thresholds 
in Chapter 5.

yualitV and Standards Decisions

These are decisions about what “good work” looks like and what to do when it doesn’t meet the standard. They 
directly affect your reputation and your client retention rate.

Examples: Whether a property meets your quality standard before the crew leaves. What to do when the weather 
prevents a complete service. How to handle a crew that’s consistently underperforming on quality checks. 
Whether to send a crew back to redo the work. How to deQne “acceptable” on a rainy day versus a perfect day.

Vuality decisions are interesting because they’re the ones your crew leaders make dozens of times daily, whether 
you want them to or not. Every time a crew pulls off a property, someone is making a judgment call about whether 
the work is done. The question isn’t whether these decisions are being made. The question is whether anyone 
deQned what “done right” actually means.

SafetV Decisions

Anything involving the physical safety of your people, your clients’ property, and the public. These decisions 
carry the highest stakes and the least room for ambiguity.

Examples: Whether to stop work when conditions are unsafe. How to handle a near miss or minor injury. When 
to shut down operations due to weather (lightning, extreme heat, ice). Whether a crew member is Qt to operate 
equipment. How to manage a situation where a client’s property presents a safety hazard.

Safety is the one category in which decision rights should be the simplest and most absolute. Any employee, at 
any level, should have the unquestionable authority to stop work when they see a safety concern. Period. 7o 
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call required. 7o approval needed. If your people feel like they need permission to be safe, you have a problem 
that goes beyond organizational efQciency.

bendor and SuBcontractor Decisions

Decisions about who you buy from, who you partner with, and how you manage those relationships. These affect 
your cost structure and your supply chain reliability.

Examples: Which supplier to use for a material order? Whether to bring in a subcontractor for specialized work. 
How to handle a vendor who delivered late or delivered the wrong product. When to negotiate pricing versus 
accepting the quoted rate. Whether to use your preferred vendor at a higher price or a new vendor at a lower 
price.

%endor decisions are another category where clear dollar thresholds make delegation straightforward. Your 
ops manager or project manager should be able to make vendor selections within deQned parameters without 
running it up the chain.

Qinancial and Audget Decisions

Decisions about spending money, tracking money, and managing Qnancial performance. These range from small 
daily expenditures to major capital commitments.

Examples: Whether to approve overtime for a crew running behind. How much to spend on a repair before it 
needs approval? When to invest in a new piece of equipment versus making do with what you have. How to 
handle a job that’s running over budget.

Whether to offer a payment plan to a client who’s behind on invoices.

Financial decisions are where owners tend to draw the tightest boundaries, and that’s not entirely wrong. Money 
decisions deserve careful guardrails. But there’s a difference between smart guardrails and a chokehold. If your 
ops manager can’t approve a $K5 fuel purchase without your sign-off, you’ve gone too far.

Communication and Escalation Decisions

The meta-category. These are decisions about when to communicate, who to communicate with, and when to 
escalate. In some ways, this is the most important category because it governs how all the other categories Now.

Examples: When to inform a client about a delay versus just handling it internally. When a crew leader should call 
the ops manager versus resolving something on site. When should the ops manager loop in the owner versus 
making the call? How to handle a situation that falls between two people’s areas of responsibility. When to 
document an issue formally versus addressing it verbally.

If you only Qx one category in this entire book, make it this one. Clear escalation paths eliminate more ambiguity 
than any other single change. When your people know exactly when to handle it, when to inform, and when to 
escalate, 803 of your bottlenecks disappear.

The Decision :uditY -our OneWkeeX HWRaV
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7ow that you know the ten categories, it’s time to see what’s actually happening in your company. 7ot what you 
think is happening. 7ot what should be happening. What is actually happening, right now, every day.

I’m going to ask you to do something that feels tedious but will be one of the most revealing exercises you’ve 
ever done as a business owner. For one week, I want you to track every decision you make.

Every. Single. One. The big ones and the small ones. The texts, the phone calls, the hallway conversations, the 
emails, the questions shouted across the shop. Every time someone asks you to make a call, approve something, 
weigh in on a choice, or resolve an ambiguity, write it down.

I know what you’re thinking. “That sounds like a lot of extra work for a guy who’s already drowning.” You’re 
right. It is extra work. For one week. And the data you’ll gather in that one week will show you exactly where 
your time is going, which decisions you should never be touching, and where the biggest gaps in your decision 
infrastructure exist.

Think of it as a doctor ordering blood work. It’s a small inconvenience that reveals the real diagnosis.

woU to Run the :udit

–eep it simple. You don’t need fancy software for this. A notebook, a note on your phone, or a simple spreadsheet 
will work. For every decision that comes to you, capture Qve things:

kw:T TO C:PT?RE

1. The decision

  Example: Should we send the crew back to redo edging on the Miller property?

  Why it matters: IdentiQes the actual question being asked

2. kho Brought it to Vou(

  Example: Account manager

  Why it matters: Shows who is escalating and how often

R. The categorV )1 through 10v

  Example: Category 6 / Vuality and Standards

  Why it matters: •eveals which categories are clogging your day

4. woU long did it taXe(

  Example: 4 minutes, including the callback

  Why it matters: VuantiQes your personal time drain

5. Should it ha’e come to Vou(

  Example: 7o. The crew leader should own quality standards.
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  Why it matters: IdentiQes decisions ready to delegate

7umber 5 is the money question. Be honest with yourself. For each decision, ask: was there a legitimate reason 
this needed my involvement, or did it come to me because nobody knew who else was supposed to handle it?

khat -ouIll Qind

I’ve guided dozens of owners through this exercise. The results are remarkably consistent. Here’s what you’re 
almost certainly going to discover:

60 to K03 of the decisions that reach you don’t need to. They’re routine operational questions that could be 
handled by a crew leader, an ops manager, or an account manager, with clear guidelines. The crew that needs 
overtime approval. The account manager is asking about a discount. The equipment question has an obvious 
answer if someone just had a spending threshold.

One or two categories will dominate. For most owners, scheduling and client relationship decisions eat the 
biggest share of their time. These are the high-volume, emotionally charged categories where people default to 
“ask the boss.” If you can build clear decision rights for just these two categories, you’ll free up a massive chunk 
of your day.

The same types of decisions repeat constantly. You’ll notice you’re answering the same question, or close 
variations of the same question, repeatedly. “Can I approve overtime?” “Should we send a crew back?” “What do 
I tell this client?” Each repeating question is a decision right waiting to be deQned. If you’re answering the same 
question for the third time this week, that’s not a decision anymore. That’s a policy you haven’t written yet.

Your most expensive people are the biggest escalators. Account managers and ops managers tend to escalate 
more than crew leaders, which means your highest-cost employees are spending the most time in the decision 
queue. This is where the 2K-minute problem hits the hardest.

The Decision Nn’entorV korXsheet

After your one-week audit, you’ll organize what you found into a decision inventory. This is the master list of 
every recurring decision in your company, organized by category. It becomes the raw material for building your 
decision rights matrix in Chapter 5.

Here’s a simpliQed version to get you started. I’ve pre-loaded it with common decisions I see in most landscape 
operations. Check off the ones that apply to your company and add any that are missing.

DECNSNOG NGbEGTOR- )Partial Listv

SCwED?LNGM :GD RO?TNGM

  Daily crew assignments and route adjustments

  •ain day rescheduling

  Handling call-outs and no-shows

  Priority callback assignments
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  Splitting or combining crews for efQciency

CLNEGT REL:TNOGSwNPS

  •esponding to complaints (minor)

  •esponding to complaints (major _ risk of losing account)

  Offering service credits or redos

  Handling out-of-scope requests

  Proactive communication about delays or issues

PRNCNGM :GD ESTN8:TNGM

  Pricing enhancements and add-ons

  Matching or responding to competitor bids

  •enewal pricing when costs have changed

  Change order pricing on construction jobs

  Discount approval for volume or multi-year

PEOPLE :GD ST:QQNGM

  Approving overtime

  Issuing verbal or written warnings

  Hiring decisions (crew level)

  Hiring decisions (management level)

  Handling interpersonal conNicts

Ey?NP8EGT :GD QLEET

  •epair vs. replace decisions

  •enting equipment for a speciQc job

  Pulling backup equipment

  Taking equipment out of service

  Emergency breakdown response

y?:LNT- :GD ST:GD:RDS

  Determining if a property meets quality standards
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  Sending crews back for rework

  Adjusting standards for weather conditions

  Handling underperforming crews

S:QET-

  Stopping work for unsafe conditions

  •esponding to injuries or near misses

  Weather-related shutdowns

  Equipment Qtness decisions

  %E7DO•S A7D SUBCO7T•ACTO•S* Selecting vendors for material orders* Bringing in subcontractors* 
Handling vendor delivery issues* 7egotiating vendor pricing

QNG:GCN:L :GD A?DMET

  Approving purchases under $LLLLL

  Approving purchases over $LLLLL

  Managing jobs running over budget

  Client payment and collections decisions

CO88?GNC:TNOG :GD ESC:L:TNOG

  When to inform vs. escalate to owner

  When to contact client vs. handle internally

  How to handle situations between two roles

  Documentation and formal reporting triggers

This isn’t meant to be exhaustive. Your company will have decisions that don’t appear on this list, and some of 
these may not apply to your operation. The goal is to get every recurring decision written down in one place so 
you can see the full picture.

Add your own. Be speciQc. “Client complaints” is a category. “What to do when a residential client says the 
mowing height is wrong” is a decision. The more speciQc you get, the easier it will be to assign clear ownership 
in the next chapter.

khat This Re’eals ):nd khV Nt 8attersv

By the time you’ve completed your audit and Qlled out your decision inventory, you’re going to have something 
most landscape companies never build: a clear, honest picture of how decisions actually Now through your 
organization.
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You’ll see where the bottlenecks are. You’ll see which categories are consuming your time. You’ll see which people 
are escalating the most. And most importantly, you’ll see the pattern: dozens, maybe hundreds, of decisions that 
have been Nowing to you by default simply because nobody ever deQned where they should go instead.

This is your raw material. This is the foundation for everything we build in the rest of Part 2. Without it, decision 
rights are theoretical. With it, they’re surgical. You’re not guessing about what to delegate. You’re working from 
data.

I had an owner tell me after completing his audit that it was the most “sick to my stomach and simultaneously 
relieved” he’d ever felt about his business. Sick because he could Qnally see how much of his time was being 
consumed by decisions that didn’t require his brain. •elieved because he could also see, clearly, that the Qx was 
achievable. The decisions weren’t complicated. They just needed an owner.

7ot him. An owner at the right level, with the right criteria, and the right authority.

In Chapter 5, that’s exactly what we’re going to build. The Decision •ights Matrix. The tool that takes every 
decision in your inventory and assigns it a clear home. Who owns it, what the criteria are, when to escalate, and 
what “good” looks like.

But Qrst, go do the audit. One week. Write everything down. I promise you, the effort is worth it. You can’t build 
a house without knowing the size of the lot. And you can’t build decision rights without knowing the size of your 
decision universe.

Get a notebook. Start Monday. I’ll be here when you’re ready.

MMM



Chapter 5
The Decision Rights Matrix
The Tool That Changes Everything

“The matrix didn’t just change how we operate. It changed how my people think. For the ,rst time” 
they stopped asking permission and started owning outcomes.D 

-Owner of a $9M landscape company, six months after implementation

Y ou’ve done the hard work. You mapped your decision universe. You ran the audit. You’ve got a decision 
inventory sitting in front of you with dozens (maybe hundreds) of decisions that currently Now through 

your company with no clear owner.

Fow we’re going to give every single one of those decisions a home.

The Decision Rights Matrix is, at its core, a simple tool. qor every recurring decision in your organization, it 
answers :ve 1uestionsW

?. 2hat is the decision3

4. 2ho owns it3 (2ho has the authority to make this call3)

U. 2hat are the criteria3 (2hat does a good decision look like3)

A. 2hen does it escalate3 (Inder what conditions should it move up3)

5. 2ho gets informed3 (2ho needs to know after the decision is made3)

qive columns. That’s all it is. Lnd those :ve columns will do more to free your time, empower your team, and 
unlock your company’s growth than any software platform, leadership retreat, or new hire you’ve ever invested 
in.

j know that sounds like a bold claim. j’ve watched it prove true in company after company. 0et me show you how 
to build yours.

Building Your Matrix: Step by Step

Step 1W Start hitT Your 2op 0A

Don’t try to build the matrix for every decision at once. That’s a recipe for overwhelm and a pro7ect that never 
gets :nished. jnstead, go back to your decision audit and pull out the top 48 decisions by fre1uency. The ones 
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that showed up every day or multiple times per day. The ones that consume most of your time. The ones you 
found yourself answering repeatedly.

These 48 decisions probably represent %8 to S8H of the decision traf:c that reaches you. jf you only ever build 
the matrix for these 48 and nothing else, you’ll still transform your operation. Ptart here. Expand later.

Step 0W sOOign w3nerOTip

qor each of those 48 decisions, answer one 1uestionW who is the right person to own this decision3

Fot who currently makes it. Fot who you wish would make it. 2ho should make it, based on proximity to the 
problem, knowledge of the context, and ability to act 1uickly3

“ere’s a useful rule of thumb j call the Closest Capable Person principle. The best person to decide is the person 
closest to where the decision happens, who has enough context and competence to make a good call. Fot the 
smartest person. Fot the most senior person. The closest capable person.

L crew leader standing on a property looking at a 1uality issue is closer to that decision than you are sitting in 
your truck three miles away. Ln account manager who 7ust got off the phone with a frustrated client has more 
real-time context than you’ll have when they relay the story an hour later. Your ops manager, who is staring at 
tomorrow’s weather forecast and today’s crew availability, has better data for a scheduling call than you do.

The Closest Capable Berson principle will challenge you. Your gut will resist it. You’ll think, ”Gut j make better 
decisions than they do.' Maybe. Gut a good decision made immediately by the person on the ground beats a 
great decision made two hours later by the person who wasn’t there. Ppeed and proximity matter more than 
perfection in 98H of daily operational decisions.

Step DW Ce4ne tTe Eriteria

This is where most delegation efforts fail and where the matrix succeeds. You’re not 7ust telling someone, ”You 
own this decision.' You’re telling them how to make it well.

qor each decision, write out the criteria that de:ne a good outcome. Ge speci:c. Ge concrete. Ise numbers 
where you can.

Gad criteriaW ”Ise good 7udgment on overtime.'

6ood criteriaW ”Lpprove overtime up to 4 hours per crew per day if the 7ob can be completed in that timeframe 
and the client is a Tier ? account. qor anything beyond 4 hours, get ops manager approval.'

Gad criteriaW ”“andle client complaints appropriately.'

6ood criteriaW ”qor service 1uality complaints, offer a redo within AS hours or a service credit up to $488, 
whichever the client prefers. jf the client re1uests more than

$488 in credit or threatens to cancel, escalate to the owner.'
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Pee the difference3 The :rst version sounds nice, but it gives your people nothing to work with. The second 
version gives them a clear lane, a clear limit, and a clear trigger for when to pass it up. They can act with 
con:dence because they know exactly where the boundaries are.

Step cW Set tTe 5OIalation 2riggerO

Every decision right needs a fence. Fot to restrict people, but to protect them. Escalation triggers are the 
conditions under which a decision should move up the chain. They answer the 1uestion your people are always 
silently askingW ”Lt what point is this too big for me3'

6ood escalation triggers are speci:c and ob7ective. They’re based on dollar amounts, risk levels, or speci:c 
conditions, not on feelings or instincts.

Examples of good escalation triggersW

  E1uipment repair cost exceeds $?,588

  The client is a top-?8 revenue account and is threatening to leave

  L safety incident involves an in7ury re1uiring medical attention

  Gudget variance on a 7ob exceeds ?5H

  The decision involves terminating an employee

  Pubcontractor cost exceeds $5,888 on a single 7ob

The goal is to make escalation trigger automatic and 7udgment-free. Your crew leader shouldn’t have to wonder 
whether a repair cost is ”high enough' to escalate. jf it’s over

$?,588, it goes up. Inder $?,588, it’s his call. Pimple. Clear. Fo ambiguity.

Step fW Ce4ne tTe mnForqation &lo3

The last column answersW who needs to know after this decision is made3 This is different from escalation. 
Escalation means ”j need approval before acting.' jnformation Now means ”j’ve already acted, and here’s what 
you should know.'

This distinction matters enormously. One of the biggest fears owners have about delegating decisions is losing 
visibility. They’re afraid that if they don’t make the decision, they won’t know what’s happening. The information 
Now column solves that. Your people make the call, then they inform the right people afterward.

qor example, your ops manager approves a $988 e1uipment repair (within his authority). “e doesn’t need your 
approval, but you want to know about it. Po, the information Now saysW ”jnform owner via end-of-day summary.' 
You stay informed without being the bottleneck. You see what’s happening without slowing it down.

Pome decisions need real-time information Now (”Text the owner immediately'). Pome only need periodic 
updates (”jnclude in weekly ops report'). Match the urgency of the information Now to the decisionVs impact.

The Matrix in LctionW L Complete Example
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0et me show you what information is included in a :nished matrix for one category. “ere’s a sample for 
E1uipment and qleet decisions at a $JM to $SM landscape companyW

5Ruipqent v &leet CeIiOion Matrix

?. .epair (OU .eplaIe $,nder )1JfAAk

  OwnerW Ops Manager

  CriteriaW Repair if the cost is less than A8 percent of the replacement value and the e1uipment is under 
5 years old.

  Escalation TriggerW Repair estimate exceeds $?,588, or e1uipment is critical to next-day operations.

  jnformation qlowW Owner receives summary in weekly e1uipment report.

4. .epair (OU .eplaIe $w(er )1JfAAk

  OwnerW Owner

  CriteriaW Review repair history, remaining useful life, and budget availability.

  Escalation TriggerW Fot applicable. This is an Owner-level decision.

  jnformation qlowW Ops Manager and Controller informed after the decision.

U. .ent 5Ruipqent For a Pob

  OwnerW Ops Manager

  CriteriaW Rent if owned e1uipment is unavailable and 7ob revenue exceeds three times the rental cost.

  Escalation TriggerW Rental exceeds $4,888, or commitment extends beyond two weeks.

  jnformation qlowW Owner informed via end-of-day summary.

A. 5qergenIy BreaHdo3n on Site

  OwnerW Crew 0eader

  CriteriaW Contact Ops Manager immediately.

  Bull backup e1uipment if available within thirty minutes.

  jf no backup is available, redistribute the crew to other 7obs.

  Escalation TriggerW Lny breakdown that could result in a missed client commitment.

  jnformation qlowW Ops Manager noti:ed immediately.

  The owner is noti:ed only if there is a client-facing impact.

5. 2aHe a 2ruIH wut oF Ser(iIe
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  OwnerW Ops Manager

  CriteriaW Remove from rotation if safety inspection fails or repair is scheduled within forty-eight 
hours.

  Escalation TriggerW Removal impacts next-day crew deployment.

  jnformation qlowW Owner and affected Crew 0eaders noti:ed.

qive decisions. Each one has a clear owner, speci:c criteria, an ob7ective escalation trigger, and a de:ned 
information Now. Fo ambiguity. Fo ”use your 7udgment.' Fo need to call anyone unless the trigger conditions 
are met.

Fow imagine your ops manager has this matrix printed out, laminated, and pinned to the wall next to his desk. 
Monday morning, a crew leader calls about a mower with a blown engine. The estimate comes back at $?,?88. 
Your ops manager glances at the matrix. Inder $?,5883 “is call. The e1uipment is three years old, and the repair 
is U8H of the replacement value. Repair it. Done. Decision made in two minutes. Fo phone call to you. Fo waiting. 
Fo bottleneck.

That’s the matrix at work. Multiply those times 48 decisions a day, and you start to see how everything changes.

2Te 1f CeIiOion .igTtO 2eqplateO

You should not have to invent this framework from scratch.

Gelow are ?5 core decision categories that cover nearly every recurring decision inside a landscape operation.

Each template follows the same :ve-part structureW

/ecisionO CwnerO EriteriaO fscalation TriggerO In%ormation Flow

You’ll see one fully illustrated example :rst (the actual template should be more of a table for easy reference). 
The remaining templates are explained so you understand the logic behind each one.

Full editable versions of all 15 templates are available in the Companion Template Package.

2eqplate 5xaqple: 5Ruipqent 6urITaOeO

This template de:nes who has the authority to spend company money on tools, repairs, rentals, and e1uipment.

  DecisionW Lpproval of e1uipment purchases, rentals, and repair expenses.

  w3ner: 

  Crew 0eaderW qield supplies and minor materials up to a de:ned daily limit.

  Operations ManagerW Repairs and rentals within established thresholds.

  OwnerW Capital purchases or expenses exceeding threshold limits.

  Eriteria
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  Must support an active 7ob or operational need

  Must fall within budget

  Must use approved vendors

  Must meet safety and 1uality standards

  5OIalation 2rigger

  Pingle purchase exceeding threshold

  Repeat repair of the same asset

  Capital e1uipment replacement decision

  mnForqation &lo3

  2eekly summary of e1uipment spends in the Monday operations review

  Escalated items documented in the shared tracking sheet

This template prevents two common problemsW overspending without oversight and unnecessary approval 
bottlenecks.

2eqplate 0W 7iring and &iring

  De:nes who can hire seasonal crew members, who can approve management hires, and who handles 
terminations.

  The logicW “iring authority should match budget responsibility. Terminations re1uire clarity and docu-
mentation standards to protect culture and legal exposure.

2eqplate DW Elient 6riIing

  De:nes authority for enhancement pricing, renewals, discounts, and competitive bids.

  The logicW Margin guardrails must be ob7ective. Lccount managers should operate inside clear pro:tabil-
ity bands without needing daily approval.

2eqplate cW ETange wrderO

  Clari:es who can approve scope changes based on dollar value and contract impact.

  The logicW Pmall operational ad7ustments stay in operations. Contract-altering changes escalate.

2eqplate fW Ere3 sOOignqentO

  De:nes ownership of daily routing, crew swaps, and priority ad7ustments.

  The logicW Routing is an operations function. Owner involvement here signals structural weakness.
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2eqplate VW SITedule ETangeO

  Establishes authority for rain delays, call-out coverage, and route rebuilds.

  The logicW 2eather and attendance disruptions should not create daily executive escalation.

2eqplate 8W 9endor SeleItion

  De:nes authority to select vendors and approve vendor commitments.

  The logicW Breferred vendor lists reduce chaos. 0ong-term commitments re1uire oversight.

2eqplate QW SaFety mnIidentO

  De:nes stop-work authority and reporting re1uirements.

  The logicW Pafety decisions must prioritize immediacy over hierarchy. Escalation triggers protect the 
company from ma7or exposure.

2eqplate zW Elient EoqplaintO

  Clari:es credit limits, redo authority, and escalation triggers for at-risk accounts.

  The logicW qast resolution builds trust. Battern-level issues re1uire leadership review.

2eqplate 1AW Budget 9arianIeO

  De:nes tolerance thresholds for 7obs running over budget.

  The logicW *ariance inside a de:ned range is management. Geyond that is strategic correction.

2eqplate 11W @uality mOOueO

  Lssigns rework authority and de:nes when systemic issues escalate.

  The logicW qield-level 1uality should be corrected immediately. Batterns re1uire management interven-
tion.

2eqplate 10W 5Ruipqent BreaHdo3n CeIiOionO

  Clari:es repair versus replace authority and downtime management.

  The logicW Operational repairs stay in operations. Recurring capital decisions escalate.

2eqplate 1DW SubIontraItor ,Oe

  De:nes spending authority and approval re1uirements for subcontractors.

  The logicW Phort-term subcontracting is tactical. 0ong-term commitments affect margin structure.

2eqplate 1cW heatTer EallO

  Establishes delay authority and schedule rebuild triggers.



PAUL LUKERT38

  The logicW Daily delays stay in operations. Multi-day disruptions re1uire structured planning.

2eqplate 1fW w(ertiqe sppro(al

  De:nes overtime thresholds and weekend work escalation rules.

  The logicW Overtime should be controlled by proximity to production, not by executive bottleneck.

7o3 to EuOtoqiAe 2TeOe 2eqplateO

These templates are starting points, not gospel. Your company has its own context, its own risk tolerance, and 
its own people. “ere are the variables you should ad7ustW

Dollar thresholds. L $UM company and a $?5M company need different spending limits. The thresholds j’ve used 
here are calibrated for a $JM to $SM operation. jf you’re smaller, tighten them. jf you’re larger, loosen them. The 
principle stays the sameW de:ne a number, make it ob7ective, and make it known.

Role titles. jf you don’t have a ”Bro7ect Manager' but your ops manager handles that function, swap the titles. 
The matrix cares about the role, not the name on the business card.

Escalation levels. Pome owners want a tighter escalation structure, especially in the :rst 98 days of implemen-
tation. That’s :ne. Ptart tight, then loosen as trust builds. jt’s much easier to expand someone’s authority over 
time than to pull it back after a mistake.

Client tiering. You’ll notice several templates reference ”Tier ? accounts.' jf you don’t have a formal client tiering 
system, now is the time to build one. jt doesn’t need to be complicated. Your top ?8 to ?5 clients by revenue or 
strategic value are Tier ?. Everyone else is Tier 4. Pome companies add a Tier U for smaller or higher-maintenance 
accounts. The point is that not all clients deserve the same escalation treatment, and your team needs to know 
the difference.

jnformation Now fre1uency. j’ve used a mix of ”immediately,' ”end of day,' and ”weekly report.' Ld7ust these based 
on your comfort level. jf you’re early in the delegation process, lean toward more fre1uent updates. Ls trust 
builds, dial them back. The goal is to move from ”real-time oversight' to ”periodic visibility' over the :rst 98 
days.

2Te wne 2Ting 2Tat MaHeO tTe Matrix horH

j’ve given you the structure, the steps, and the templates. Gut none of it matters if you skip the one ingredient 
that makes the matrix actually function in the real worldW

You have to mean it.

2hen your ops manager makes a decision that falls within his authority on the matrix, and that decision isn’t 
the one you would have made, you must let it stand. jf it met the criteria, if it didn’t hit an escalation trigger, and 
if it was within the de:ned boundaries, it’s a good decision even if you would have done it differently.

This is the hardest part of the entire book. “arder than the audit. “arder than building the matrix. “arder than 
any conversation you’ll have with your team. Gecause it re1uires you to accept that ”different than mine' is not 
the same as ”wrong.'
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The moment you override a decision that was made within the matrix’s guidelines, you’ve told your entire 
organization that the matrix is decorative, 7ust like the org chart was decorative. Just like the manager titles were 
decorative, and your people will go right back to asking you everything, because they’ll learn that the matrix is 
7ust one more thing the boss says he wants but doesn’t actually honor.

Po, before you roll this out, look yourself in the mirror and askW Lm j willing to let my team make decisions j 
wouldn’t make, if they’re within the boundaries we agreed on3

jf the answer is yes, you’re ready. jf the answer is ”mostly,' we’ve got some work to do on your boundaries before 
you go live.

jn Chapter J, we’ll tackle exactly thatW how to de:ne ”good' versus ”wrong' in a way that gives you con:dence 
in the outcomes without re1uiring you to be in the middle of every call. jt’s the difference between trust and 
hope, and we’re going to make sure you’re operating on trust.

KKK



Chapter 6
Denigi“ Godd”v sW GTrdi“v
Bhe oap wetJeei GuHWt lai”Ie Atv ai” cytHaII- 
lai”Igi“ At

“The problem was never that my people couldn’t make decisions. The problem was that I’d never told 
them what a good decision looked like. I just expected them to read my mind.” 

OfJier d$ a .65Mm Iai”Wyape ydYpai-

’ dHbse xHgIt -dHr Yatrg,5 ’dHbse aWWg“ie” dJierWhgp5 ’dHbse Wet eWyaIatgdi trg““erW5 fi paperk -dHr ”eygWgdi 
rg“htW $raYeJdr: Idd:W yIeai ai” Id“gyaI ai” rea”- td ”epId-5

wHt herebW Jhere thedr- YeetW reaIgt-q -dHr dpW Yaia“er gW Wtargi“ at a WgtHatgdi that $aIIW WNHareI- Jgthgi hgW 
aHthdrgt- di the Yatrg,k ai” hebW WtgII heWgtatgi“5 Edt xeyaHWe he ”deWibt :idJ gtbW hgW yaII5 le :idJW that5 lebW 
heWgtatgi“ xeyaHWe he ”deWibt :idJ g$ -dHbII thgi: hgW ”eygWgdi JaW “dd” eidH“h5

BhgW gW the “ap that :gIIW YdWt ”eIe“atgdi e$$drtW5 ’dH tdI” hgY Jhat td ”eyg”e5 ’dH ”g”ibt teII hgY Jhat a “dd” 
”eygWgdi Idd:W Ig:e5 ci” gi the axWeiye d$ yIear yrgterga $dr WHyyeWWk -dHr pedpIe JgII ”e$aHIt td die d$ tJd 
xehasgdrWq the-bII pIa- gt Wd Wa$e that idthgi“ yhai“eWk dr the-bII Ya:e a xdI” yaII ai” Wpei” the ie,t Jee: 
Jdi”ergi“ g$ the-bre “dgi“ td “et ydrreyte” $dr gt5

Eegther d$ thdWe gW Jhat -dH Jait5 That -dH Jait gW ydin”eit ”eygWgdiOYa:gi“ Jgthgi ”enie” paraYeterW5 ci” 
that reNHgreW -dH td ”d WdYethgi“ YdWt Iai”Wyape dJierW hase ieser ”dieq artgyHIate the gisgWgxIe Wtai”ar”W 
that Igse gi -dHr hea”5

BhgW yhapter gW axdHt “ettgi“ thdWe Wtai”ar”W dHt d$ -dHr hea” ai” ditd paperk gi a Ja- thatbW Wpeygny eidH“h 
td xe HWe$HI ai” 1e,gxIe eidH“h td WHrsgse the reaI JdrI”5

The Mind Reader Problem

0ser- Iai”Wyape dJier Abse Jdr:e” Jgth haW a serWgdi d$ thgW Wtdr-5 ’dH hgre a “dd” perWdi5 ’dH pHt theY gi a 
rdIe5 ’dH teII theY td GYa:e gt thegr dJi5v Bhe- Ya:e a ”eygWgdi5 ci” -dH ydrreyt gt5 Edt xeyaHWe gt JaW Jrdi“k 
e,aytI-k xHt xeyaHWe gt JaWibt hdJ -dH JdHI” hase ”die gt5

Bhe ayydHit Yaia“er d$$erW a .?MS Wersgye yre”gt $dr a Ie“gtgYate ydYpIagit5 ’dH JdHI” hase d$$ere” .?SS ai” a 
re”d5 TaW the .?MS Jrdi“j Edt reaII-5 Bhe yIgeit JaW happ-5

Bhe prdxIeY JaW WdIse”5 wHt gt JaWibt -dHr iHYxerk Wd gt $eIt Jrdi“5
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Bhe dpW Yaia“er Wyhe”HIeW a yreJ td Jdr: di 2atHr”a- td yatyh Hp a$ter a ragi- Jee:5 ’dH JdHI” hase pHWhe” 
the Jdr: td mdi”a- ai” 7H““Ie” the Wyhe”HIe5 TaW 2atHr”a- Jrdi“j Bhe Jdr: “dt ”die5 Bhe yIgeitW Jere Werse”5 
Bhe yreJ “dt dsertgYek Jhgyh the- Jere happ- td hase5 wHt gt JaWibt -dHr apprdayhk Wd gt $eIt Jrdi“5

I call this the Mind Reader Problem. Your people aren’t failing to make decisions. They’re failing to 
make your decisions. And since they can’t read your mind, the only safe move is to ask you every time.

Bhe WdIHtgdi gWibt td IdJer -dHr Wtai”ar”W5 Bhe WdIHtgdi gW td ”enie theY5 0,pIgygtI-5 Ai Jrgtgi“5 Ai terYW that are 
Wpeygny eidH“h $dr WdYedie dther thai -dH td appI-5

The Three Layers of Decision Criteria

odd” ”eygWgdi yrgterga dperate di three Ia-erW5 mdWt dJierW diI- thgi: axdHt the nrWt die ai” Jdi”er Jh- thegr 
pedpIe WtgII yaibt “et gt rg“ht5

Layer 1B The uo(ndary WYhat ’o(Are wllo)ed to Do2

BhgW gW the YdWt xaWgy Ia-erk ai” gtbW Jhat the Yatrg, aIrea”- prdsg”eW5 AtbW the G-eW dr idv d$ ”eygWgdi rg“htW5 Cai 
the yreJ Iea”er apprdse dsertgYe $dr Hp td tJd hdHrWj ’eW5 Cai the ayydHit Yaia“er gWWHe a yre”gt Hp td .%SSj 
’eW5 Cai the dpW Yaia“er apprdse a repagr Hp td .?kMSSj ’eW5

wdHi”argeW ”enie the pIa-gi“ neI”5 Bhe- teII -dHr pedpIe Jhere the IgieW are5 wHt the- ”dibt teII theY hdJ td 
pIa- the “aYe5 c yreJ Iea”er Jhd :idJW he yai apprdse dsertgYe Hp td tJd hdHrW WtgII ”deWibt :idJ Jhei he 
WhdHI”5 0ser- tgYej fiI- $dr Bger ? yIgeitWj fiI- Jhei the 7dx gW Ydre thai FM( ydYpIetej Bhe xdHi”ar- aIdie 
gWibt eidH“h5

Layer GB The H(ideline Wko) to ThinI wbo(t 3t2

BhgW Ia-er prdsg”eW ”eygWgdiOYa:gi“ Id“gy5 AtbW the Gg$ thgWk thei thatv that tHriW a xdHi”ar- gitd ai aytgdiaxIe 
Wtai”ar”5

0,aYpIeWq

fsertgYeq Gcpprdse Hp td % hdHrW Jhei the 7dx gW at IeaWt FM( ydYpIete ai” nigWhgi“ td”a- asdg”W a retHri trgp5 
)dr Bger ? ayydHitWk apprdse Hp td % hdHrW re“ar”IeWW d$ ydYpIetgdi peryeita“e td asdg” sgWgxIe Wersgye “apW5v

CIgeit yre”gtWq G)dr saIg” NHaIgt- ydYpIagitW di the YdWt reyeit sgWgtk d$$er a re”d nrWt5 A$ the yIgeit pre$erW a 
yre”gtk apprdse Hp td .%SS5 )dr ydYpIagitW axdHt sgWgtW Ydre thai F ”a-W dI”k d$$er re”d diI- Rid yre”gt4 HiIeWW 
the yIgeit haW phdtd“raphgy ”dyHYeitatgdi5v

0NHgpYeit repagrq Gzepagr g$ the ydWt gW Hi”er 'S( d$ repIayeYeit saIHe cED the eNHgpYeit gW Hi”er M -earW 
dI” cED therebW id hgWtdr- d$ the WaYe repagr gi the paWt ?% YdithW5 A$ ai- d$ thdWe three ydi”gtgdiW $agIk 1a“ $dr 
repIayeYeit resgeJ5v

2ee hdJ YHyh rgyher theWe are thai 7HWt the xdHi”ar-j Bhe- “gse -dHr pedpIe a Ja- td thgi:k idt 7HWt a IgYgt td 
Wta- Jgthgi5 Bhe- traiW$drY GHWe -dHr 7H”“Yeitv gitd GherebW hdJ td e,erygWe 7H”“Yeit gi thgW Wpeygny WgtHatgdi5v
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Layer pB The PrinciOle WYhat Ye zOtimiFe gor2

BhgW gW the Ia-er YdWt dJierW ieser artgyHIatek xHt gtbW the die that hdI”W eser-thgi“ td“ether Jhei WgtHatgdiW 
”dibt nt ieatI- gitd the “Hg”eIgieW5 At aiWJerW the NHeWtgdiq Jhei gi ”dHxtk Jhat WhdHI” Je prgdrgtg9ej

0ser- ydYpai- haW gYpIgygt prgiygpIeW5 ’dH 7HWt haseibt Wag” theY dHt IdH”5 ma-xe -dHr ydYpai- prgdrgtg9eW 
yIgeit reteitgdi dser WhdrtOterY Yar“gi5 ma-xe -dH prgdrgtg9e yreJ Wa$et- dser Wyhe”HIe5 ma-xe -dH prgdrgtg9e 
NHaIgt- dser Wpee”k dr Wpee” dser per$eytgdik ”epei”gi“ di the Wersgye t-pe5

Thei -dHr dpW Yaia“er $ayeW a WgtHatgdi the “Hg”eIgie ”deWibt ydser Rai” he JgIIk xeyaHWe reaI Ig$e gW YeWW-4k the 
prgiygpIe “gseW hgY a ydYpaWW5 A$ -dHr ydYpai-3W prgiygpIe gW GJhei gi ”dHxtk prdteyt the yIgeit reIatgdiWhgpkv he 
:idJW that gi aYxg“HdHW WgtHatgdiWk he WhdHI” Ieai tdJar” the yIgeitO$rgei”I- dptgdi5 A$ -dHr prgiygpIe gW GJhei 
gi ”dHxtk prdteyt the Yar“gikv hebII Ieai the dther Ja-5

Eegther gW Jrdi“5 wHt he iee”W td :idJ Jhgyh die appIgeW gi -dHr ydYpai-5

YritinU Criteria That wct(ally YorI

EdJ that -dH Hi”erWtai” the three Ia-erWk IetbW taI: axdHt hdJ td Jrgte yrgterga that -dHr pedpIe JgII HWe5 weyaHWe 
Abse Weei pIeit- d$ ydYpaigeW yreate xeaHtg$HI ”eygWgdi ”dyHYeitW that idxd”- $dIIdJW5 Bhe yrgterga Igse gi a 
xgi”er dr a Whare” ”rgse WdYeJherek ai” eser-die g“idreW theY5

Bhat happeiW Jhei the yrgterga are Jrgttei $dr the Jrdi“ aH”geiye5 ’dHbre idt Jrgtgi“ $dr ydiWHItaitW dr $dr 
a xdar” d$ ”greytdrW5 ’dHbre Jrgtgi“ $dr a yreJ Iea”er JhdbW Wtai”gi“ gi UMO”e“ree heatk tr-gi“ td n“Hre dHt 
Jhether td Wei” hgW yreJ xay: td re”d a YHIyh xe” dr Ydse di td the ie,t prdpert-5 le iee”W yIargt- gi 8S 
Weydi”Wk idt a pdIgy- YaiHaI5

lere are the rHIeW $dr Jrgtgi“ yrgterga that Jdr: gi the neI”q

R(le 1B Nse ,(mbersj ,ot wdvecti“es

0ser- tgYe -dHbre teYpte” td HWe Jdr”W Ig:e GreaWdiaxIekv GWg“ignyaitkv Gapprdprgatekv dr Gyare$HII-kv Wtdp5 BhdWe 
Jdr”W Yeai WdYethgi“ ”g$$ereit td eser- perWdi Jhd rea”W theY5 zepIaye theY Jgth a iHYxerk a tgYe$raYek a 
”dIIar aYdHitk dr a Wpeygny ydi”gtgdi5 A$ -dH yaibt pHt a iHYxer di gtk -dH haseibt ”enie” gt -et5

R(le GB Yrite for the Yorst Dayj ,ot the uest Day 

’dHr yrgterga iee” td Jdr: di a BHeW”a- gi uHI- Jhei gtbW UF ”e“reeWk tJd “H-W yaIIe” dHtk a trHy: xrd:e ”dJik 
ai” -dHr xg““eWt yIgeit 7HWt yaIIe” Jgth a ydYpIagit5 BhatbW the ”a- -dHr yrgterga JgII xe teWte”5 Ddibt Jrgte $dr a 
yaIY mdi”a- gi fytdxer Jhei eser-thgi“ gW rHiigi“ WYddthI-k ai” eser-die haW tgYe td thgi:5

BhgW YeaiW -dHr yrgterga WhdHI” xe WgYpIe eidH“h td reyaII Hi”er WtreWW5 A$ a “Hg”eIgie ta:eW Ydre thai tJd 
WeiteiyeW td e,preWWk gtbW tdd ydYpIgyate” $dr the neI”5 wrea: gt gitd WgYpIer rHIeW dr yreate a NHgy:Ore$ereiye 
serWgdi5

A Jdr:e” Jgth a ydYpai- that ha” xHgIt a xeaHtg$HI ”eygWgdi “Hg”e5 BJeit- pa“eWk ydIdrOyd”e”k prd$eWWgdiaII- 
”eWg“ie”5 CdYpIeteI- HWeIeWW gi the neI” xeyaHWe idxd”- ydHI” reYeYxer Jhat JaW di pa“e ?' Jhei the- 
iee”e” gt at FX?M cm5 Te repIaye” gt Jgth a Wgi“Ie IaYgiate” yar” per rdIe Jgth the tdp ?S ”eygWgdiW ai” thegr 
yrgterga5 Bhat yar” Igse” gi the sgWdr d$ eser- trHy:5 ZWa“e Jeit $rdY 9erd td ”agI- dserig“ht5
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R(le pB 3ncl(de the ”Yhat 3f4

)dr eser- yrgtergdi -dH Jrgtek aW: -dHrWeI$q Jhat happeiW Jhei reaIgt- ”deWibt Yatyhj weyaHWe gt Jdibtk re“HIarI-5

A$ the yrgtergdi Wa-W Gf$$er a re”d Jgthgi 'P hdHrWkv Jhat happeiW Jhei -dH ”dibt hase yreJ asagIaxgIgt- $dr F% 
hdHrWj A$ the yrgtergdi Wa-W Gzepagr g$ Hi”er .?kMSSkv Jhat happeiW Jhei the eWtgYate gW .?k6SS xHt the eNHgpYeit 
gW eWWeitgaI $dr tdYdrrdJbW rdHtej

Bhe GJhat g$v ”deWibt hase td ydser eser- pdWWgxIe Wyeiargd5 BhatbW gYpdWWgxIe5 wHt gt WhdHI” ydser the YdWt Ig:eI- 
e,yeptgdiW5 c “dd” $drYatq

“Standard: [the rule]. Exception: [the most common situation where the rule doesn’t apply and what 
to do instead]. Gray area: [if none of the above ,ts( escalate to /name)role*].”

Bhat threeOpart WtrHytHre hai”IeW UM( d$ reaIOJdrI” WyeiargdW5 Bhe Wtai”ar” ydserW idrYaI dperatgdiW5 Bhe 
e,yeptgdi ydserW the YdWt ydYYdi ”esgatgdi5 Bhe “ra- area “gseW a yIear eWyape path JgthdHt reNHgrgi“ -dHr 
pedpIe td $ree9e Hp dr gYprdsgWe ”ai“erdHWI-5

R(le SB 5eOarate ”YronU4 grom ”Different4

BhgW gW the rHIe that JgII reNHgre the YdWt hdieWt- $rdY -dH aW ai dJier5 ’dH iee” td ”eniek yIearI-k Jhat a 
“eiHgieI- Jrdi“ ”eygWgdi Idd:W Ig:e serWHW Jhat a ”g$$ereitOxHtOayyeptaxIe ”eygWgdi Idd:W Ig:e5

Trdi“ YeaiW the ”eygWgdi sgdIate” the yrgtergak xrd:e a pdIgy-k yreate” a Wa$et- rgW:k dr yaHWe” YeaWHraxIe harY 
td the ydYpai- dr a yIgeit5 Trdi“ ”eygWgdiW WhdHI” xe ydrreyte” ai” HWe” aW Iearigi“ dppdrtHigtgeW5

Dg$$ereit YeaiW the ”eygWgdi JaW Jgthgi the xdHi”argeWk Yet the yrgtergak ai” prd”Hye” ai ayyeptaxIe dHtydYek 
xHt gt JaWibt the yaII -dH JdHI” hase Ya”e5 Dg$$ereit ”eygWgdiW WhdHI” xe Ie$t aIdie5 )HII Wtdp5

Bhe YdYeit -dH Wtart ydrreytgi“ G”g$$ereitv ”eygWgdiWk -dHbse Hi”erYgie” the eitgre $raYeJdr:5 ’dHr pedpIe 
JgII Iearik NHgy:I-k that the yrgterga di paper are IeWW gYpdrtait thai the pre$ereiyeW gi -dHr hea”5 ci” the-bII “d 
xay: td aW:gi“ -dH eser-thgi“5

Common MistaIes Wwnd ko) to w“oid Them2

Abse Jatyhe” eidH“h ydYpaigeW gYpIeYeit ”eygWgdi yrgterga td :idJ Jhere the JheeIW tei” td ydYe d$$5 lere 
are the nse YdWt ydYYdi YgWta:eW ai” hdJ td Wteer ardHi” theY5

MistaIe 1B YritinU Criteria ’o( DonAt wct(ally uelie“e 3n

BhgW happeiW Jhei dJierW Jrgte Jhat the- thgi: the- WhdHI” Jait giWtea” d$ Jhat the- aytHaII- Jait5 ’dH Jrgte 
that -dHr ayydHit Yaia“er yai apprdse yre”gtW Hp td .%SSk xHt gi -dHr “Htk -dH ”dibt Jait theY apprdsgi“ 
ai-thgi“ dser .MS JgthdHt yhey:gi“ Jgth -dH nrWt5

A$ -dH ”dibt xeIgese gi the xdHi”ar- -dH Wetk ”dibt Wet gt5 2tart Jgth a iHYxer -dHbre ydY$drtaxIe Jgth5 AtbW xetter 
td Wet a tg“ht xdHi”ar- -dHbII hdidr thai a “eierdHW die -dHbII dserrg”e5 ’dH yai aIJa-W e,pai” gt Iater aW trHWt 
xHgI”W5 ’dH yaibt rexHgI” trHWt a$ter -dHbse xrd:ei gt x- dserrHIgi“ a ”eygWgdi that JaW Jgthgi the Wtate” “Hg”eIgieW5
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MistaIe GB MaIinU Criteria Too ComOlicated

A$ -dHr ”eygWgdi yrgtergdi haW Ydre thai three ydi”gtgdiWk gtbW tdd ydYpIe, $dr the neI”5 zeYeYxerq yreJ Iea”erW 
ai” ayydHit Yaia“erW iee” td appI- theWe gi reaI tgYek d$tei Hi”er preWWHre5 Bhe-bre idt Wgttgi“ at a ”eW: Jgth 
a 1dJyhart5

c “dd” teWtq yai -dH e,pIagi the yrgtergdi gi die xreathj A$ -dH iee” td paHWe ai” ta:e a Weydi” xreathk WgYpIg$- 
gt5 wrea: ydYpIe, ”eygWgdiW gitd tJd WgYpIer dieW g$ iee”e”5 GA$ ck ”d L5 A$ wk ”d ’v gW aIYdWt aIJa-W xetter thai 
GA$ c ai” w xHt idt Ck HiIeWW D appIgeWk thei ”d L HiIeWW ’k gi Jhgyh yaWe /5v

MistaIe pB YritinU Criteria Yitho(t 3nO(t grom the PeoOle NsinU Them 

Abse Weei dJierW Idy: theYWeIseW gi thegr d$nye $dr a Jee:ei”k Jrgte dHt eser- ”eygWgdi yrgtergdi $dr eser- rdIek 
ai” thei hai” the nigWhe” prd”Hyt td thegr teaY di mdi”a- Ydrigi“5 Bhe teaY id”W pdIgteI-5 ci” thei idthgi“ 
yhai“eW5

’dHr pedpIe iee” td xe part d$ xHgI”gi“ the yrgtergak idt 7HWt reyegsgi“ theY5 Thei -dHr yreJ Iea”er heIpW ”enie 
Jhat GNHaIgt- Wtai”ar”v YeaiW $dr a reWg”eitgaI YdJk he dJiW that Wtai”ar” ”g$$ereitI- thai g$ -dH hai”e” gt td 
hgY5 Thei -dHr ayydHit Yaia“er heIpW Wet the yre”gt threWhdI”k Whe Hi”erWtai”W the reaWdigi“ xehgi” gt ai” 
gW Ydre Ig:eI- td hdidr the Wpgrgt d$ the rHIek idt 7HWt the Ietter5

Bhe xeWt yrgterga ydYe $rdY a ydiserWatgdik idt a YeYd5 TebII ydser e,aytI- hdJ td hase that ydiserWatgdi gi 
Chapter F5

MistaIe SB 5ettinU Criteria and ,e“er Re“isitinU Them

DeygWgdi yrgterga are idt WetOai”O$dr“et5 ’dHr xHWgieWW yhai“eW5 ’dHr yIgeitW yhai“e5 ’dHr ydWtW are yhai“gi“5 
matergaI prgyeW Whg$t5 EeJ WersgyeW are xegi“ a””e”5 QedpIe ”eseIdp ai” “rdJ gi thegr rdIeW5

wHgI” gi a NHarterI- resgeJ d$ -dHr ”eygWgdi rg“htW Yatrg,5 *dd: at Jhgyh yrgterga are Jdr:gi“ JeIIk Jhgyh dieW are 
yaHWgi“ $rgytgdik ai” Jhgyh dieW iee” Hp”atgi“5 cre -dHr ”dIIar threWhdI”W WtgII apprdprgatej cre the eWyaIatgdi 
trg““erW yatyhgi“ the rg“ht thgi“Wj cre there ieJ ”eygWgdiW that hase eYer“e” Wgiye the drg“giaI xHgI”j

c Igsgi“ ”dyHYeit gW a HWe$HI ”dyHYeit5 c Wtatgy ”dyHYeit gW a $dr“dttei ”dyHYeit5

MistaIe -B P(nishinU HoodQgaith MistaIes

Thei WdYedie ”eyg”eW Jgthgi the yrgtergak ai” gt ”deWibt tHri dHt JeIIk -dHr reWpdiWe ”enieW the $HtHre d$ the 
eitgre $raYeJdr:5 A$ -dH pHigWh the dHtydYe esei thdH“h the prdyeWW JaW rg“htk -dHbse 7HWt taH“ht -dHr eitgre 
dr“aig9atgdi that the yrgterga ”dibt Yatter5 zeWHItW are aII that ydHit5 ci” Wgiye reWHItW are Hipre”gytaxIek the 
diI- Wa$e Ydse gW td aW: the xdWW5

odd”O$agth YgWta:eW Ya”e Jgthgi the yrgterga WhdHI” xe treate” aW Iearigi“ dppdrtHigtgeWk idt ”gWygpIgie gWWHeW5 
’dHr ayydHit Yaia“er apprdse” a .?FM yre”gtk ai” the yIgeit WtgII Ie$tj BhatbW idt a ”gWygpIgie gWWHe5 BhatbW a ”ata 
pdgit5 ma-xe the yrgterga iee” Hp”atgi“5 ma-xe the yre”gt threWhdI” WhdHI” xe hg“herk Wd the ayydHit Yaia“er 
haW rddY td n“ht $dr the ayydHit5 ma-xe thgW yIgeit JaW “dgi“ td Iease re“ar”IeWW5

Bhe ydiserWatgdi WhdHI” xeq G’dH $dIIdJe” the yrgterga5 Bhe dHtydYe JaWibt Jhat Je Jaite”5 That yai Je Iearik 
ai” ”d Je iee” td a”7HWt the yrgtergajv Edtq G’dH IdWt the ayydHit5 Th- ”g”ibt -dH yaII Yejv
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Bhe nrWt reWpdiWe xHgI”W a yHItHre d$ dJierWhgp5 Bhe Weydi” ”eWtrd-W gt5

zeaI 0,aYpIeW )rdY zeaI CdYpaigeW

*et Ye “gse -dH a $eJ e,aYpIeW d$ ”eygWgdi yrgterga $rdY Iai”Wyape ydYpaigeW Abse Jdr:e” Jgth5 BheWe are 
WgYpIgne” ai” aidi-Yg9e”k xHt the Id“gy gW reaI5

0,aYpIe ?X Bhe GPSM%S NHaIgt- zHIev

c .Fm Yagiteiaiye ydYpai- WtrH““Ie” Jgth ydiWgWteiy- xeyaHWe eser- yreJ Iea”er ha” a ”g$$ereit ”enigtgdi 
d$ G”die5v 2dYe yreJW Jere Wpei”gi“ %S( Idi“er thai ieyeWWar- di reWg”eitgaI prdpertgeW xeyaHWe the- Jere 
yhaWgi“ per$eytgdi5 ftherW Jere rHWhgi“ ai” Ieasgi“ sgWgxIe NHaIgt- “apW5

Bhe dJier ai” hgW yreJ Iea”erW xHgIt Jhat the- yaIIe” the PSM%S NHaIgt- zHIe5 At ha” tJd partW5 )grWtk the- yreate” 
a ?SOpdgit NHaIgt- yhey:IgWt $dr reWg”eitgaI Yagiteiaiye RYdJgi“ IgieW Wtrag“ht ai” Hig$drYk e”“gi“ yrgWp di aII 
har” WHr$ayeWk yIgppgi“W xIdJi d$$ aII WHr$ayeWk xe”W Jee”e” ai” ”enie”k ai” Wd di45 2eydi”k the- ”enie” the 
Wtai”ar”q P dHt d$ ?S gteYW ydYpIete” td the Wtai”ar” YeaiW the prdpert- gW ”die5 2ydrgi“ xeIdJ P YeaiW the 
yreJ Wta-W HitgI the- hgt P5 2ydrgi“ ?S dHt d$ ?S gW “reatk xHt idt reNHgre” $dr a Wtai”ar” reWg”eitgaI prdpert-5

Bger ? ayydHitW ha” a ”g$$ereit Wtai”ar”q U dHt d$ ?S5 CdYYerygaI ayydHitW Jgth lfc sgWgxgIgt- reNHgreYeitWq ?S 
dHt d$ ?S5

Bhe reWHItq yreJ tgYe per prdpert- ”rdppe” ?%( xeyaHWe yreJW Wtdppe” dserOWersgygi“ Wtai”ar” ayydHitWk ai” 
NHaIgt- ydYpIagitW ”rdppe” 8M( xeyaHWe the 1ddr JaW yIearI- ”enie”5 0ser- yreJ Iea”er :ieJ e,aytI- Jhat 
G”diev Yeait5 Ed phdie yaIIW td the xdWW are reNHgre”5

0,aYpIe %X Bhe GBJdOCaII zHIev $dr CIgeit CdYpIagitW

ci .Pm ydYpai- ha” ai ayydHit Yaia“eYeit teaY that eWyaIate” eser- ydYpIagit td the dJierk id Yatter 
hdJ WYaII5 Bhe dJier JaW Wpei”gi“ three td $dHr hdHrW a Jee: di yIgeit ydYpIagitWk YdWt d$ Jhgyh Jere 
Wtrag“ht$drJar” NHaIgt- gWWHeW5

Bhe- gYpIeYeite” Jhat the- yaIIe” the BJdOCaII zHIe5 fi the nrWt yaII $rdY ai Hihapp- yIgeitk the ayydHit 
Yaia“er dJiW the reWdIHtgdi eitgreI- Rre”dk yre”gt Hp td
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Chapter 7
The Handoff Conversation
The Conversation That Changes the Culture

“I was so afraid they’d see it as me dumping more work on them. Turns out, they’d been waiting for 
this conversation for years.” 

-Owner of a $6M landscape company, after rolling out decision rights to his team

Y ou’ve built the matrix. You’ve deEned the criteria. You’ve written the principles. Nverything is on paper and 
ready to go.

kow comes the part that scares most owners more than any spreadsheet or framewor: ever could“ sitting down 
with your people, loo:ing them in the eye, and saying, IF’m giving you the authority to ma:e these decisions. Sor 
real. ”tarting now.9

This conversation is not a formality. Ft’s not an email announcement. Ft’s not a bullet point in a team meeting 
between schedule updates and safety reminders. This is the single most important conversation you will have 
with your leadership team this year, and how you handle it determines whether the matrix becomes a living tool 
or another binder on the shelf.

F’ve watched owners nail this conversation and transform their companies in 0L days. F’ve also watched owners 
fumble it and wonder six months later why nothing changed. The difference is almost always in how the handoff 
was framed, delivered, and followed up on.

Bet’s ma:e sure you nail it.

Why This Conversation Is Harder Than You Think

Aefore we get into the scripts and the structure, let’s tal: about why this moment feels so heavy, because 
understanding the emotional weight of the handoff is the Erst step to handling it well.

For You (The Owner)

Handing over decision authority feels like handing over control. And for someone who built a 
company from nothing by controlling everything, that’s terrifying. There’s a voice in your head 
saying, “What if they mess it up? What if they give away too much? What if they make a call that 
costs me a client?”
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That voice is normal. Ft’s also the same voice that got you to the ceiling in the Erst place. Dc:nowledge it, but 
jOk’T let it drive your actions.

Here’s something that might be of help“ you’re not giving away control. You’re redesigning it. The matrix, the 
criteria, the escalation triggers, the information Uow, all of that is your control mechanism. Ft’s (ust a different 
:ind of control than personally ma:ing every decision. Fnstead of controlling every output, you’re controlling 
the system that produces outputs. That’s what leaders do. That’s what you’re becoming.

For Your Team

Your team has a different set of fears. )nderstanding them is critical to getting the conversation right.

Fear 1“ .This is more work”2 ”ome of your people will hear Iyou now own these decisions9 and translate it to 
Iyou now have more responsibility with no more pay.9 This is especially true if past delegation efforts came with 
extra wor: but no real authority.

You need to frame this as empowerment, not a wor:load dump.

Fear f“ .What ig I ?et it wron?32 Your ops manager has been operating in a system where the safe move was 
always to chec: with you. kow you’re telling him to ma:e the call. Ff he’s been corrected in the past for ma:ing 
decisions without your input, he’s going to be cautious. You need to explicitly address the safety net.

Fear ’“ .This wonlt 4ast”2 Ff you’ve tried delegation before and pulled it bac: zand be honest, you probably haveR, 
your team is going to be s:eptical. They’ve heard the speech before. They need to see that this time is different, 
and they need to see it in the speciEcs, not (ust the sentiment.

Fear p“ .Is he tryin? to steb ca-k grom the cusiness32 ”ome team members, especially long-tenured ones, may 
interpret the handoff as a sign that you’re chec:ing out, planning to sell, or losing interest. Dddress this directly. 
This isn’t about you doing less. Ft’s about the company being able to do more.

The FourPSart Handogg Framework

F’ve reEned this framewor: over doWens of implementations. Ft wor:s because it addresses both the logical and 
emotional components of the handoff. ”:ip any of the four parts, and you’ll leave a gap that undermines the 
whole effort.

Sart 1“ The Why (xet the ConteMt)

Aefore you show anyone the matrix, they need to understand why it exists. kot in theory. Fn speciEcs that 
connect to their daily experience.

”tart by sharing what you learned from the decision audit. 1eal numbers from your company, not hypotheticals. 
Tell them how many decisions Uowed to you last wee:. Tell them what it costs in time and money. Tell them 
what it means for the company’s ability to grow.

Then connect it to their experience. They already :now the problem. They’re the ones waiting for callbac:s. 
They’re the ones frustrated because they can’t get an answer fast enough to solve a problem in the Eeld. They 
:now the bottlenec: exists. They (ust didn’t :now you :new.
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Sart f“ The What (xhow the NatriM)

kow introduce the matrix. 5al: through it decision by decision for their role. kot all J2 templates at once. 3ust 
the ones that apply to the person zor peopleR in the room.

Sor each decision, explain“

J. 5hat the decision is and why it matters

4. 5hy are you assigning it to them speciEcally ztie it to their strengths and proximityR

G. 5hat the criteria are and how you arrived at them

q. 5hen to escalate and what the triggers loo: li:e in practice

2. How the information Uows bac: to you

?o slowly here. This is a lot for someone to absorb, especially if they’ve been operating in a Ichec: with the boss9 
mode for years. )se real examples from recent wee:s. I1emember when you called me about the ePuipment 
repair on the Miller crew truc:; )nder this framewor:, that’s your call. Here’s how you’d ma:e it.9

Concrete, recent examples ma:e the abstract framewor: feel real and achievable.

Sart ’“ The xagety Aet (Gddress the Fear)

This is the part most owners s:ip, and it’s the part that matters most. Your people need to hear, explicitly, what 
happens when they ma:e a decision that doesn’t turn out well.

Tell them the difference between Iwrong9 and Idifferent.9 Tell them that decisions made within the criteria, 
even if they produce imperfect outcomes, are protected. Tell them that good-faith mista:es are learning 
opportunities, not discipline events. Tell them you will not override decisions that fall within their authority 
on the matrix.

Dnd then tell them the hardest part“ you might struggle with this too. Aeing honest about your own challenge 
builds trust faster than any speech about empowerment ever could.

Sart p“ The Gsk (Bet Their :uyPIn)

jon’t end the conversation with a handsha:e and a Isound good;9 That’s a closed-ended Puestion that invites a 
polite nod, not real engagement.

Fnstead, as: open-ended Puestions that invite them into the process“

  5hich of these decisions feels most comfortable to you right now;

  5hich one are you most nervous about;

  Dre there any criteria that don’t ma:e sense or that you’d ad(ust;

  5hat support do you need from me to feel conEdent ma:ing these calls;
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  Fs there anything on this list that you thin: should stay with me;

These Puestions do two things. Sirst, they give you real information about where conEdence is high and where 
it’s low, so you :now where to invest your coaching time in the Erst GL days. ”econd, they give your team member 
ownership of the framewor:.

5hen they help shape it, they’re not (ust receiving instructions. They’re co-building the system they’ll operate 
in.

Ff they suggest ad(ustments to the criteria, listen seriously. They might be right. They’re closer to the decisions 
than you are. Ff their suggestions are reasonable, incorporate them on the spot. That single act of listening and 
adapting will do more for adoption than any motivational speech.

Who Bets the Conversation First

jon’t try to roll this out to your entire organiWation at once. ”tart with your direct reports, one at a time. Qrivate, 
focused conversations where you can go deep on their speciEc decisions.

The sePuence matters. F recommend this order“

First, Your oberations mana?er” This person has the most decisions to ma:e and the most daily impact. They’re 
also the ones who will cascade the framewor: to crew leaders. Ff you get this conversation right with your ops 
manager, the rest gets easier.

xe-ond, Your a--ount mana?er(s)” Client-facing decisions carry emotional weight and revenue ris:. Dccount 
managers need dedicated time to process the criteria around complaints, credits, and pricing authority.

Third, Your -rew 4eaders (as a ?roub5 with your obs mana?er bresent)” Crew leaders can receive their decision 
rights together because their decisions are more standardiWed. Having your ops manager present for this 
conversation signals that the matrix is the real system, not a side pro(ect. Ft also lets the ops manager start 
exercising his new authority in real time by co-leading the rollout.

Fourth, xubbort ro4es (ogD-e mana?er5 Reet mana?er5 -ontro44er5 et-”) as abb4i-ac4e” These conversations tend 
to be shorter because the decision volume is lower, but they’re still important.

”pread these conversations over one to two wee:s. jon’t rush them. D GL-minute conversation that goes deep 
is worth more than a 0L-minute team meeting where everyone nods, and nobody absorbs.

Hand4in? Sushca-k

You’re going to get pushbac:. kot necessarily hostile, but real. Here are the most common forms and how to 
handle them.

Sushca-k 1“ .I donlt want that resbonsici4ity”2

This usually comes from crew leaders or newer managers who are comfortable in a follower role. They li:e having 
someone else ma:e the calls because it means they can’t be blamed when things go wrong.
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How to handle it“ jon’t force it. ”tart with a smaller set of decisions and expand over time. IYou don’t have to 
own all of these right away. Bet’s start with these three. They’re decisions you’re already ma:ing in practice8 
we’re (ust ma:ing them ofEcial. 5e’ll add more as you get comfortable.9

Sushca-k f“ .What ig the owner -han?es his mind32

This is the s:epticism pushbac:, and it’s the most legitimate one. Ff you’ve pulled bac: delegation before, your 
team has reason to doubt. They’re protecting themselves.

How to handle it“ Dc:nowledge it directly. IYou’re right to be cautious. F’ve tried versions of this before and pulled 
it bac:. Here’s what’s different this time“ it’s written down. The criteria are speciEc. The boundaries are clear. 
Dnd F’m as:ing you to hold me accountable if F start overriding you.9 The written matrix is your credibility. D 
verbal promise is forgettable. D laminated card with speciEc criteria is a commitment.

Sushca-k ’“ .The -riteria donlt Dt my rea4ity”2

This is the best pushbac: you can get because it means someone is engaging with the framewor: seriously 
enough to End its gaps.

How to handle it“ Treat it as a collaboration opportunity. I5al: me through a speciEc situation where this doesn’t 
wor:. Bet’s ad(ust it together.9 Then actually ad(ust it. Ff the crew leader tells you the $J2L daily fuel threshold 
doesn’t account for the crews that run diesel ePuipment on commercial sites, raise it to $4LL for those crews. 
Ddapting the criteria in real time shows your team that this is a wor:ing document, not a decree.

Sushca-k p“ .Gre you se44in? the -ombany32

Boyalty-based pushbac:s usually come from your longest-tenured people. They’ve been with you since the early 
days. They see the handoff as a sign that something bigger is happening.

How to handle it“ Ae direct and honest. Ff you’re not planning an exit, say so. IF’m not going anywhere. F’m building 
this so the company can grow past what F can manage alone. F need you to step into more authority because the 
company needs it, not because F’m stepping out.9 Ff you are building toward an exit zand some readers of this 
boo: will beR, you can still frame it honestly“ IF’m building a company that doesn’t depend on any one person, 
including me. That ma:es everyone’s (ob more secure, not less.9

Sushca-k U“ .I want more money ig Ilm takin? on more”2

Sair Puestion. Dnd it deserves a fair answer.

How to handle it“ Ff the decision rights you’re handing off represent a genuine increase in scope and authority, a 
compensation conversation is appropriate. kot necessarily right now, but on a deEned timeline. IBet’s implement 
this over the next 0L days. Ff you’re consistently ma:ing these decisions well and the company is seeing the 
beneEt, we’ll revisit your compensation at the 0L-day mar:.9 Tie the increase to demonstrated performance 
within the new framewor:, not to the handoff itself.

The First Week Ggter the Handogg

The conversation itself is only the beginning. 5hat you do in the seven days after the handoff determines 
whether the framewor: stic:s or fades.
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Nxpect the Aouncebac:

Fn the Erst wee:, your people will still come to you with decisions that now belong to them. kot because they 
forgot. Aecause they’re testing, they want to see if you really mean it.

5hen this happens zand it will, probably within 4q hoursR, resist the urge to answer the Puestion. Fnstead, use 
what F call the 1edirect 1esponse“

This exchange ta:es GL seconds. More importantly, it reinforces the framewor: without ma:ing the person feel 
stupid for as:ing. You’re coaching them through the decision process, not (ust re(ecting their Puestion.

Dfter three or four of these redirects, most people stop as:ing. They start going straight to the matrix. Dnd that’s 
the moment the culture starts to shift.

Cat-h Them Loin? It 0i?ht

This is (ust as important as the redirect. 5hen you see someone ma:e a decision within the matrix without 
coming to you, ac:nowledge it. kot in a big, performative way. 3ust a Puic:, sincere ac:nowledgment.

IF saw you handled the 1idgeline NPuipment rental on your own yesterday. ?ood call. Nxactly how the framewor: 
is supposed to wor:.9

Qositive reinforcement in the Erst wee: is roc:et fuel for adoption. Your people are loo:ing for signals about 
whether this is real or (ust another management initiative that will fade by next month. Nvery time you 
ac:nowledge a decision made without your involvement, you send the signal“ this is real.

Che-k In5 Lonlt Che-k <b

Dt the end of the Erst wee:, have a brief chec:-in with each person who received decision rights. kot to review 
their decisions. To as: how it felt.

Kuestions li:e“

  5hich decisions felt natural;

  5hich ones still felt uncomfortable;

  jid you hit any situations that the criteria didn’t cover;

  Fs there anything you’d change about the framewor:;

Bisten more than you tal:. Dd(ust the criteria if their feedbac: is valid. This chec:-in isn’t performance manage-
ment. Ft’s framewor: reEnement. Dnd it signals that you’re invested in ma:ing this wor: for them, not (ust for 
you.

The Cas-ade, From Nana?er to Crew =eader

Once your direct reports have internaliWed their decision rights, they need to cascade the framewor: to their 
teams. Your ops manager should have a handoff conversation with crew leaders. Your account manager should 
wal: through the client-facing criteria with any (unior account managers or coordinators.
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The cascade serves two purposes. Sirst, it gets the framewor: into the hands of the people who ma:e the most 
daily decisions zcrew leadersR. ”econd, and (ust as important, it gives your managers practice exercising their 
new authority. 5hen your ops manager leads the handoff conversation with crew leaders, he’s not (ust delivering 
information. He’s stepping into his role as the operational decision-ma:er. He owns the framewor:.

”upport your managers in this cascade, but don’t lead for them. Ff you stand up in front of the crew leaders 
and deliver the matrix yourself, you’ve (ust undermined your ops manager’s authority. Bet him lead. Coach him 
beforehand. Ae available if he has Puestions. Aut the crew leaders need to hear this from their boss, not from 
the boss’s boss.

What Bood =ooks =ike Ggter ’> Lays

Ff you handle the handoff well, here’s what you should see within the Erst month“

  Your phone buWWes less. kot Wero, but noticeably less. The routine Puestions stop. The texts about 
overtime, ePuipment, and minor client issues slow to a tric:le.

  Your ops manager starts sentences with IF decided9 instead of I5hat do you thin: about;9 That language 
shift is the clearest sign that the culture is moving.

  Your account managers resolve complaints faster because they’re not waiting for your callbac:. Client 
satisfaction goes up, not down.

  Crew leaders ma:e Eeld-level decisions with more conEdence. NPuipment doesn’t sit bro:en for three 
days waiting for approval. 1outes ad(ust in real time when conditions change.

  You start Ending time in your day you didn’t :now you had. kot hours at Erst. Maybe GL to q2 minutes. 
Aut it’s there, and it’s growing.

Ff you don’t see these changes after GL days, one of three things is happening“ the criteria need ad(usting, 
someone doesn’t trust the framewor: yet, or you’re unconsciously undermining it by overriding decisions. 
Chapter Jq will help you diagnose and ad(ust.

Aut the handoff conversation is only half the ePuation. The other half is ma:ing sure decisions stay distributed 
over time. That’s Chapter *J Fnstalling Dccountability. The wee:ly cadences, the KQF dashboards, and the review 
rhythms that ensure the matrix doesn’t (ust launch well but runs well, permanently.

LLL



Chapter 8
Installing Accountability
Clarity Without Rhythm Is a Wish

“The matrix gave us clarity. The weekly cadence gave us rhythm. Before we did both, we’d have had 
a good ”rst month and a slow slide back to the old way.Y 

-Operations manager at an $8.5M landscape company

Y ou’ve built the matrix. You’ve had the handoff conversations. Your team knows what they own, what the 
criteria are, and when to escalate. The Brst week went well. The second week goes well. ?y week three, a 

couple of decisions start drifting back to you. ?y week six, half of your team is checking with you again on things 
they’re supposed to own.

What happened: The same thing that happens to every system without a rhythmH entropy. zuman organiNa-
tions naturally drift toward their old patterns. Your company spent years operating with you as the central 
decision-maker. That muscle memory doesn’t disappear because you built a matrix and had a conversation. It 
fades slowly, over weeks and months, with constant reinforcement.

Accountability is that reinforcement. (ot accountability in the punitive sense )though there’s a place for thatE. 
Accountability in the structural senseH regular rhythms, visible metrics, and review cadences that keep the 
framework active and alive.

Think of it this way. The matrix is the playbook. This chapter is the practice schedule. Without regular practice, 
even the best playbook gets dusty.

The Weekly Operational Cadence

2very landscape company I’ve worked with that successfully implemented decision rights has one thing in 
commonH a weekly meeting rhythm that keeps the framework in motion. (ot more meetings. The right meetings, 
structured the right way, focused on the right things.

zere’s the cadence I recommend. It has three components, and the total time investment is about two hours per 
week. Compare that to the SS hours per week you spent on decisions that didn’t need your involvement. That’s 
a trade you should make every time.

Meeting 1S The Monday Morning utand(p 51m sin(te)2

WhoH Owner, ops manager, account manager)sE.
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WhenH Monday morning, before the Brst truck rolls. Pame time every week, no exceptions.

FurposeH Pet the week. Purface anything unusual. ConBrm that decision rights are tracking.

The Monday standup does two things for the framework. qirst, it gives your team a regular moment to surface 
decision-rights friction without making it a big deal. If your ops manager hit a situation last week where the 
criteria didn’t Quite Bt, this is where he raises it. “uick Bx, move on. Pecond, it keeps the matrix visible when 
you ask ”who owns what this week; every MondayD you’re reminding everyone that the framework is active, not 
archived.

Meeting RS The Wedne)day Op) vewie3 50F sin(te)2

WhoH Owner and ops manager )one-on-oneE.

WhenH Wednesday, midday. The week is half done, and you have real data to discuss.

FurposeH Review operational performance. jiscuss decisions made under the matrix. Coach and calibrate.

The Wednesday ops review is where calibration happens. Over time, you’ll Bnd that your ops manager’s decisions 
align more closely with what you would have done, not because he’s reading your mind, but because you’re both 
working from the same criteria and reBning them together. This meeting is the mechanism that turns the matrix 
from a static document into a learning system.

Meeting 0S The -riday Clo)eKO(t 51m sin(te)2

WhoH Pame group as Monday standup.

WhenH qriday afternoon, after the last crew is in )or as close as possible to allow full participationE

FurposeH Close the week. Capture lessons. Pet up on Monday.

The qriday close-out creates a bookend with the Monday standup. Together, they create a weekly loopH plan, 
execute, review, ad1ust. That loop is what prevents drift. It’s what keeps the old patterns from creeping back in. 
And it gives everyone a regular, low-pressure forum to talk about how the framework works.

The PID ba)hfoard Lor Eand)cape Operation)

pou can’t manage what you can’t measure, and you can’t sustain decision rights without visibility 
into the results those decisions are Nroducing. pou need a dashboard. qot a comNlicated one. qot one 
that reAuires a data analyst to maintain. - simNle, one%Nage view of the numbers that matter.

zere’s the dashboard I recommend for landscape companies implementing decision rights. It tracks both 
operational performance and framework adoption. Most of these numbers you already have somewhereD you 
1ust haven’t put them in one place.

You don’t need all twelve metrics from day one. Ptart with the Bve that matter most to your current situation. 
qor most companies launching decision rights, I’d start withH 
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3. q)calation LreA(ency per role

S. Client cosplaint) per 3eek

4. Weekly owertise )pend

9. vewen(e per lafor ho(r

5. 6werage cosplaint re)ol(tion tise

Those Bve will tell you whether the framework is working or not.

Add the rest over the Brst 0U days as you build the habit of reviewing them.

Peeping the ba)hfoard uisple

The dashboard should Bt on one page. If it doesn’t, it’s too complicated and nobody will look at it. 6se a simple 
spreadsheet, a whiteboard in the ofBce, or whatever format your ops manager will update every week, without 
fail.

I’ve seen companies spend $5,UUU on business intelligence software for dashboards that nobody opens. I’ve 
also seen companies track everything they need on a whiteboard with three colored markers. The whiteboard 
companies always have better results because the data is visible, physical, and impossible to ignore.

Fost the dashboard where your team sees it every day. The shop wall, the break room, the ops manager’s ofBce. 
Make the numbers public )or at least team-facingE. When people can see the results of their decisions, they care 
more about making good ones.

vewie3 vhyths) That Peep beci)ion) bi)trif(ted

?eyond the weekly cadence, you need three review rhythms that operate on longer timescales. These prevent 
the slow drift that kills most frameworks over months.

The Monthly beci)ion vewie3 5QF sin(te)2

Once a month, sit down with your ops manager and account manager)sE for a structured review of how the 
decision rights framework is performing.

The monthly review is where the matrix evolves. The Brst version you built won’t be the version you’re using 
six months from now, and that’s a sign of health, not failure. A framework that never changes is a framework 
nobody’s engaging with.

The H(arterly -rase3ork 6))e))sent 53alL bay2

2very 0U days, step back for a bigger-picture look. This is a half-day session )three to four hoursE where you 
assess the overall health of the decision rights framework and plan the next Quarter’s evolution.

The Quarterly assessment is also the right time to revisit the compensation conversations you deferred during 
the handoff. If your ops manager has consistently made good decisions within the expanded framework for 0U 
days, recogniNe it. Tangibly.
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The 6nn(al ve)et 5-(ll bay2

Once a year, do a full audit of your decision rights framework. Repeat the one-week decision audit from Chapter 
9 to see how decision Low has changed. Compare the results to your original audit. “uantify the improvement.

This annual reset serves two purposes. qirst, it gives you hard data on how much the framework has saved you 
in time, money, and capacity. You’ll need those numbers for your own motivation and for making the case to 
continue investing in the system.

Pecond, it catches any structural drift that the monthly and Quarterly reviews missed.

The annual reset is also the right time to extend the framework to new areas of the business. Maybe you’ve added 
a construction division. Maybe you’ve expanded to a second location. Maybe you’ve grown from $7M to $0M, 
and the old thresholds need recalibration. The annual audit gives you the data to make those ad1ustments with 
conBdence.

The 6cco(ntafility Conwer)ation

%et’s talk about the harder side of accountability. What happens when someone isn’t using the framework: When 
your ops manager keeps calling you for decisions that are clearly within his authority: When a crew leader 
ignores the Quality checklist: When an account manager gives away credits without logging them:

qirst, diagnose before you discipline. Most framework failures aren’t attitude problems. They’re clarity problems 
or conBdence problems. Ask before you correct.

Most of the time, you’ll Bnd the issue in Questions one through three. The criteria weren’t clear enough. The 
person needs more coaching. The situation didn’t Bt neatly into the matrix. These are solvable problems that 
reQuire ad1ustment, not discipline.

?ut sometimes, rarely, the issue is genuine resistance. Pomeone who simply doesn’t want to make decisions. 
Pomeone who prefers the old way because it was safer. In those cases, you have a different problem. That’s not 
a framework issue. That’s a Bt issue. And it’s a conversation for a different day, not this book.

What Thi) Eook) Eike at ucale

%et me paint you a picture of what a fully functioning accountability system looks like in a $7M to $3UM landscape 
company six months after implementation.

Monday morning, 7*95 AM. Your ops manager is in the ofBce reviewing the week’s schedule. Two crew members 
called out. ze ad1usts the routes, pulls a backup from another team, and notiBes the affected crew leaders. All 
within the matrix. (o call to you.

H*UU AM, the Monday standup happens. Your ops manager briefs the team on stafBng and schedule ad1ustments. 
Your account manager Lags a Tier 3 client who complained on qriday about edging Quality. Phe already offered 
a redo and Quality-checked the next visit personally. Resolved. Phe logs it in the CRM and moves on. You nod 
and ask if the criteria worked. Phe says yes. qifteen minutes, done.

?y 3U AM, three decisions have been made across the organiNation without your involvement. A crew leader 
approved 0U minutes of overtime to Bnish a commercial property. Your ops manager approved a $0UU mower 
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repair. An account manager offered a $35U credit to a residential client who had a legitimate complaint about a 
missed service area.

You Bnd out about all three via the end-of-day summary. You agree with all three. 2ven the credit, which you 
might have set at $3UU, was within the criteria, and the client is happy. jifferent, not wrong.

On Wednesday, you sit down with your ops manager for the weekly review. You look at the dashboard together. 
Revenue per labor hour is up 9I since the framework was launched. Overtime is Lat )which is Bne, it’s in seasonE. 
2scalation freQuency has dropped 7UI from where it was three months ago. You discuss one decision that didn’t 
go well )a subcontractor selection that came in over budgetE and ad1ust the criteria to reQuire a cost comparison 
for subs over $4,UUU.

qriday close-out. “uick recap, Quick wins, one ad1ustment for next week. 2veryone leaves at a reasonable time, 
including you.

That’s the rhythm. That’s what accountability looks like when it’s built into the system, not bolted on as an 
afterthought. The matrix provides clarity. The cadence provides rhythm. Together, they produce a company 
that operates, grows, and improves without you in the middle of every conversation.

You now have the complete frameworkH

  Chapter 4 mapped your decision universe and gave you the audit tool

  Chapter 5 built the Decision Rights Matrix with 15 ready-to-use templates

  Chapter 6 dekned the criteria philosophy that ma7es the matrix wor7

  Chapter f gave you the hando88 conversation and the scripts to deliver it

  Chapter ( )this chapter& installed the accountability rhythms that 7eep it alive

(ow we build on this framework by making it role-speciBc. We’re going to build detailed playbooks for the four 
key roles in landscape operationsH crew leaders, operations managers, account managers, and branch managers. 
2ach playbook tells that person exactly what they own, what they escalate, and how to develop into their new 
level of authority.

The framework is built. The rhythm is set. (ow let’s put it in the hands of the people who need it most.

JJJ



Chapter 9
The Crew Leader Playbook
The Most Important Role Nobody Develops

“Once I knew what decisions were mine to make, I stopped being a babysitter with a mower and 
started being a leader. My crew noticed the difference before my boss did.” 

-Crew leader at a $4.4M landscape company

I f you want to know the real health of a landscape company, don’t look at the owner’s calendar or the P&L 
statement. Watch the crew leaders. They are the frontline decision-makers of your entire operation. Every 

property your company touches, every client interaction at the job site, every quality judgment, every safety 
call, every minute of production time runs through the crew leader’s hands.

And yet, in most landscape companies, the crew leader role gets the least investment in development. You take 
your best crew member, hand them the keys to the truck, and say, “You’re in charge now.” Maybe you bump their 
pay by a dollar or two. Maybe you could give them a company shirt with a slightly different color. And then you 
wonder why they still operate like a crew member who happens to drive.

The crew leader is the role with the greatest daily impact on decision rights. If your crew leaders 
know what they own, they make dozens of small, fast, correct decisions every day without calling 
anyone. If they don’t, those dozens of decisions either don’t get made (creating delays and rework) or 
they Sow up to your ops manager, who sends them to you, and the whole system bogs down.

This playbook is designed to be handed directly to your crew leaders. You can photocopy it, laminate the key 
pages, or use it as the basis for a crew leader orientation. It’s written to them, not about them.

What You Own

As a crew leader, you are the decision-maker on the ground. Here are the decisions that are yours. These are 
yours to make without calling your ops manager or the owner. Make them conGdently, quickly, and using the 
criteria below.

Crew Leader Authority Matrix

DeGned Fuardrails for Oield-Level Decision 1wnership

:. Quality Standard Before Leaving Property
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  Authority Level8 Oull ownership

  Criteria8 

  Meets the quality checklist for the service type.

  0 out of :2 standard properties

  9 out of :2 Tier :

  :2 out of :2 H1A or commercial

  Escalation Trigger8 Cannot complete to standard due to weather, access issues, or conditions beyond 
your control.

  Information Olow8 1ps Manager informed same day if standard is not met.

J. Overtime (Up to 2 Hours)

  Authority Level8 Oull ownership

  Criteria8 7ob is at least 5x percent complete and Gnishing today avoids a return trip.

  1r a Tier : account has a visible service gap.

  Escalation Trigger8 1ver J hours per crew per day.

  Information Olow8 1ps Manager notiGed via te3t before overtime begins.

B. Field Equipment Repair (Under 30 Minutes)

  Authority Level8 Oull ownership

  Criteria8 

  Parts available.

  The crew has skill.

  Repair returns equipment to operational condition the same day.

  Escalation Trigger8 Repair will take longer than B2 minutes, or the required parts are not on hand.

  Information Olow8 1ps Manager notiGed via te3t.

4. Swap to Backup Equipment

  Authority Level8 Oull ownership

  Criteria8 Sackup equipment available and retrievable within B2 minutes.

  Escalation Trigger8 No backup available, and the job cannot continue.
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  Information Olow8 1ps Manager notiGed immediately.

x. Fuel and Supply Purchases (Up to $150 Per Day)

  Authority Level8 Oull ownership

  Criteria8 Required for current-day operations.

  Escalation Trigger8 6ingle purchase e3ceeds $:x2.

  Information Olow8 1ps Manager informed via weekly e3pense review.

(. Stop Work for Safety Concern

  Authority Level8 Absolute authority

  Criteria8 

  Any condition you believe is unsafe.

  No approval required. Ever.

  Escalation Trigger8 Never requires escalation to stop work.

  Information Olow8 1ps Manager and 1wner informed as soon as safe.

5. Minor On-Site Adjustments

  Authority Level8 Oull ownership

  Criteria8 

  6mall scope adjustments that do not change service time by more than :x minutes.

  E3amples include skipping a section due to irrigation running or adjusting the mowing pattern for 
wet conditions.

  Escalation Trigger8 Client present and requesting changes to contract scope.

  Information Olow8 The Account Manager is informed if a client-facing change occurs.

0. Crew Member Task Assignments

  Authority Level8 Oull ownership

  Criteria8 Assign tasks based on skill, efGciency, and development needs.

  Escalation Trigger8 Performance issue requiring formal conversation.

  Information Olow8 Not applicable. This is part of daily leadership responsibility.
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Read that list one more time. Those eight decisions represent the core of your daily authority. You don’t need 
permission for any of them if you stay within the criteria. If the criteria are met and the escalation triggers aren’t 
hit, it’s your call. Make it.

What You Escalate

  Not everything is your call and knowing when to escalate is just as important as knowing when to decide. 
Here’s what goes up to your ops manager8

  Equipment repair estimates over $x22 or repairs that will take more than one day

  1vertime beyond J hours per crew per day

  Any client interaction where the client is unhappy, and you can’t resolve it on-site

  6tafGng issues )crew member no-shows after the route has started, interpersonal con?icts that affect 
workK

  Any safety incident beyond basic Grst aid

  6ituations where the scope of work doesn’t match what was communicated to you

  Any property where you cannot meet the quality standard, and the reason is systemic )not weather-re-
latedK

When you escalate, don’t just send the problem. 6end a recommendation. “Hey, the Walker mower has a hydraulic 
leak. The estimate is $022. The machine is three years old, and this is the Grst time. I think we should repair. 
What do you thinkQ” That’s an escalation with a recommendation. That’s what leaders do. It makes your ops 
manager’s job easier, and it builds trust faster than anything else.

Your Daily WorkGow

A great crew leader’s day follows a rhythm. Here’s what that looks like when you’re operating with full decision 
rights8

Sefore the Oirst Property )xzB2 to (zB2 AMK

Review the day’s route. [now every property you’re hitting, the service type for each, and the e3pected time. 
Check the weather. If conditions are going to affect service )wet grass, e3treme heatK, plan your adjustments 
now, not at :2 AM when you’re already behind.

Inspect your equipment. Walk the trailer. Check fuel levels, blade condition, trimmer line, and blower function. 
A :2-minute pre-check saves a 4x-minute breakdown at the third property.

Srief your crew. Two minutes, standing at the trailer. “Here’s our route today. Here’s what’s different from 
yesterday. Here’s what I need from each of you.” 6imple, clear, fast. Your crew should leave the shop knowing 
e3actly what the day looks like.

At Each Property



DESIGN YOURSELF OUT 63

Arrive and scan. Sefore anyone touches a piece of equipment, walk the property with your eyes. Any changes 
since last visitQ Irrigation runningQ Cars in the driveway where you need to mowQ Debris that needs clearingQ 
Client left a noteQ Thirty seconds of scanning prevents thirty minutes of problems.

Assign and e3ecute. Put the right person on the right task. Your fastest trimmer on the detail work. Your most 
consistent mower on the front lawn. New crew members on tasks where they’re building skills, but where a 
mistake isn’t visible to the client.

]uality check before you leave. Walk the property one more time before loading up. Run through the quality 
checklist mentally or physically. Hit the standardQ Fo. Selow standardQ Oi3 it now. It’s always faster to G3 it before 
you leave than to come back tomorrow.

Document Tier : properties. If the property is a Tier : account, take a quick photo after service. It takes Gve 
seconds and provides documentation if there’s ever a dispute. Your account manager will thank you for it.

End of Day

Report your numbers. How many properties have been completedQ Any reworkQ Any overtime used )and whyKQ 
Any equipment issuesQ This takes three to Gve minutes and feeds directly into the ops manager’s weekly 
dashboard.

Prep for tomorrow. Ouel up. Load materials for tomorrow’s route. Olag anything that needs attention before 
morning. A crew leader who sets up tomorrow tonight saves :x to J2 minutes of chaos in the morning.

The Quality Standard in Detail

]uality is the area where crew leaders make the most decisions per day. Let’s make sure you know e3actly what 
“good” looks like.

Crew Leader Quality Checklist

Sefore leaving the property, conGrm the following8

:. Mowing lines are straight and uniform, with appropriate height for turf type and season.

J. Edging is crisp on all hard surfaces, including driveways, sidewalks, curbs, and bed lines.

B. All clippings are blown off hard surfaces, beds, and mulch areas.

4. 6tring trimming is complete around all obstacles, including trees, posts, signs, and fences.

x. Seds are weeded and deGned )if included in the service contractK.

(. Debris and litter are removed from visible areas.

5. No scalping, rutting, or visible mower damage.

0. Fates are closed, and items are returned to their original positions.

9. Equipment marks or tire tracks are addressed.
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:2. 1verall curb appeal8 Would you be proud to put your name on thisQ

Completion Standards

  6tandard accounts8 0 out of :2 equals done.

  Tier : accounts8 9 out of :2 equals done.

  H1A or commercial visibility accounts8 :2 out of :2 equals done.

Selow standardQ Oi3 it before you leave. Always.

That last line on the checklist, “Would you be proud to put your name on thisQ” is the tiebreaker for every 
judgment call the checklist doesn’t cover. It’s the crew leader’s version of the company principle. When in doubt, 
ask yourself that question.

Common Crew Leader Scenarios

Here are situations you’ll face regularly and how to handle them under the decision rights framework8

6cenario :z A Client Approaches You on 6ite

The client walks out and says the mowing height is too short, or they want you to add something to the service, 
or they’re unhappy about something from the last visit.

Your move8 Se professional and listen. If it’s a simple adjustment you can make right now without changing 
the service scope or time by more than :x minutes )like adjusting mow heightK, do it. If the client is requesting 
something outside the contract scope, or if they’re unhappy about a recurring issue, tell them you’ll have your 
account manager contact them today. Then te3t your account manager immediately with the details. Do not 
promise the client anything beyond what you’re authori%ed to deliver.

6cenario Jz Equipment Sreaks Down Mid-Route

Your primary mower goes down at the fourth property of the day. You’ve got eight more to go.

Your move8 Can you G3 it in under B2 minutes with parts you haveQ Oi3 it. Can you swap to a backup from the 
shop within B2 minutesQ 6end someone to get it. Neither option worksQ Call your ops manager immediately 
with the situation, your recommendation, and how urgent it is. Don’t sit in a parking lot for 4x minutes hoping 
someone Ggures it out. The matri3 gives you clear steps. Oollow them.

6cenario Bz Weather Changes Mid-Day

You started dry, now it’s raining. 1r the heat inde3 just hit :2x.

Your move8 Oor rain, you have the authority to adjust service standards to rain-day protocol )if your company has 
one deGnedK. If rain is heavy enough to prevent quality service, call your ops manager for rescheduling guidance. 
Oor e3treme heat, follow the heat protocol8 additional breaks, hydration, and adjusted work pace. If the heat 
inde3 e3ceeds company-deGned thresholds, you have the authority to modify the schedule or pull crews. 6afety 
overrides schedule. Always.
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6cenario 4z A Crew Member Isn’t Pulling Their Weight

6omeone on your crew is consistently slow, sloppy, or checked out. It’s affecting the whole team’s output.

Your move8 Have a direct, private conversation Grst. “I’ve noticed UspeciGc behavior—. Here’s what I need to see 
instead. Can you commit to thatQ” If the behavior doesn’t change after a direct conversation, escalate to your 
ops manager with speciGcs8 what you observed, what you said, and what happened after. You’re not authori%ed 
to issue formal warnings or termination, but you are authori%ed )and e3pectedK to address performance directly 
as the crew’s leader.

6cenario xz You’re Running Sehind

It’s J PM, and you’re two properties behind schedule. You’ve got one Tier : account and three standard accounts 
left.

Your move8 Prioriti%e the Tier : account. If overtime up to J hours will get you through all remaining properties, 
approve it )that’s your callK. If the gap is bigger than J hours, call your ops manager about the situation and your 
recommendation. Maybe one of the standard accounts gets pushed to tomorrow. Maybe another crew picks it 
up. Sut that’s an ops manager decision because it affects other routes.

Irowing ’nto the Role

Seing a crew leader isn’t a dead end. It’s a development position. The decision rights you’re learning here are the 
foundation for everything above you in the organi%ation. Every ops manager started by leading a crew. Every 
branch manager started by leading a route.

Here’s how to grow8

Master the current matri3 Grst. Sefore you can take on more authority, demonstrate that you handle your 
current decisions consistently and well. That means making calls within the criteria, escalating when triggers 
are hit, and reporting accurately at the end of the day. Consistency builds trust, and trust is the currency that 
buys e3panded authority.

Think beyond your crew. Wtart noticing how your decisions affect other crews, the account managers, 
and the company as a whole. jhen you approve overtime to qnish a property, think about what 
that costs and whether the value (ustiqes it. jhen you Sag an e)uipment issue early, notice that it 
prevented a bigger problem downstream. This systems thinking is what separates a crew leader from 
a future ops manager.

Ask for feedback. After your ops manager reviews your decisions in the weekly cadence, ask what you could do 
differently. Not because you did something wrong, but because you want to get better. Crew leaders who seek 
feedback get e3panded authority faster than anyone.

Sring solutions, not just problems. Every time you escalate with a recommendation instead of just a question, 
you’re demonstrating that you’re ready for more. The crew leaders who consistently bring good recommenda-
tions are the ones who get promoted to ops manager when the opportunity comes.
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That laminated card is the entire crew leader playbook compressed into something you can reference in :x 
seconds. Everything else in this chapter is the details behind those bullets. [now the card cold, and you’ll handle 
9x* of your day without ever picking up the phone.

The Crew Leader9s Laminated Card

Laminate it. Put it in your truck visor.

’ Own

  ]uality standards

  1vertime up to J hours

  Oield repairs under B2 minutes

  Sackup equipment swaps

  Ouel and supply purchases up to $:x2 per day

  6afety stop-work decisions

  Minor on-site adjustments

  Crew task assignments

’ Escalate

  Repairs over $x22

  1ver J hours

  Nnhappy clients I cannot resolve on site

  6tafGng issues

  Any injury beyond Grst aid

  6cope mismatches

  6ystemic quality failures

’ Always

  Sring a recommendation with every escalation.

  Check quality before leaving every property.

  Report my numbers at the end of the day.

  6top work for safety O no questions asked.

  When in Doubt8 Would I be proud to put my name on thisQ If yes, go. If no, G3 it.
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In Chapter :2, we’ll build the same kind of playbook for your ops manager, the person you’re escalating to, and 
the person who’s responsible for making sure the framework works across all crews, not just yours.

PPP



Chapter 10
The Operations Manager 
Playbook
The Role the Owner Needs Most (And Develops 
Least)

“For three years, my title said ‘Operations Manager,’ but my job was ‘let me check.’ Once the decision 
rights were deIned, f was Inally empowered to do the job f was hired ”or.T 

-Ops manager at an $11M landscape company

I f the crew leader is the frontline of your operation, the operations manager is the engine room. This is the 
person who should be running the daily machine: scheduling, stafqng, e’uipment, production, ’uality over-

sight, vendor management, and crew leader development. The ops manager is the role that, when functioning 
correctly, makes the ownerzs phone stop buBBing.

And yet in most landscape companies, the ops manager is the most underutiliBed position on the payroll. Not 
because the person isnzt capable. Hecause the owner never gave them the keys. The ops manager has the title, 
the salary, and the responsibility, but not the authority. Theyzre the xuman Router from Chapter 1G information 
goes in, information goes to the owner, decisions come back from the owner, information goes out.

This playbook changes that. Itzs designed to be shared directly with your ops manager. It deqnes what they own, 
what they escalate, how their week should be structured, and how to develop from an operational e6ecutor into 
an operational leader.

If there is one role in your company where getting decision rights right matters most, itzs this one. %et it right 
here, and Y0F of the owner bottleneck disappears. %et it wrong, and the matri6 becomes another piece of paper 
that looks good but changes nothing.

What You Own

As the operations manager, you are the operational decision-maker for the company. The owner owns strategy, 
key client relationships, and qnancial commitments above deqned thresholds. Eou own everything that makes 
the daily operation run. xerezs your authority:

Operations Manager Authority Matrix
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1. Daily Crew Assignments and Routing

  Authority Level: Kull ownership

  Criteria: 

  Halance drive time, crew skill match, and client tier priority.

  Tier 1 accounts receive best-matched crews.

  2scalation Trigger: 3ey account re’uires a speciqc crew, and the crew is unavailable.

  Information Klow: Crew Leaders are informed by YG00 AM daily.

4. Rain Day Rescheduling

  Authority Level: Kull ownership

  Criteria: 

  Push to ne6t available day.

  Tier 1 clients receive priority.

  Notify clients of two-day delays.

  2scalation Trigger: Rain e6tends beyond two consecutive days (backlog management re’uired).

  Information Klow: Account Managers and Crew Leaders informed by the end of the day.

5. Call-Out and No-Show Coverage

  Authority Level: Kull ownership

  Criteria: Redistribute to maintain critical routes qrst, then by client tier.

  2scalation Trigger: More than two call-outs affecting the same day.

  Information Klow: Owner informed if Tier 1 accounts are impacted.

j. Equipment Repair ($500 to $1,500)

  Authority Level: Kull ownership

  Criteria: 

  Repair if under j0 percent of replacement cost.

  2’uipment under U years old.

  No repeat of the same repair within 14 months.

  2scalation Trigger: Over $1,U00 or recurring issue.
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  Information Klow: Owner informed via weekly e’uipment report.

U. Equipment Rental (Up to $2,000)

  Authority Level: Kull ownership

  Criteria: Rent if owned e’uipment is unavailable and Sob revenue e6ceeds three times the rental cost. 
7se preferred rental vendors.

  2scalation Trigger: Rental e6ceeds $4,000, or commitment e6tends beyond two weeks.

  Information Klow: Owner informed via end-of-day summary.

Y. Overtime Approval (2 to 4 Hours Per Crew)

  Authority Level: Kull ownership

  Criteria: 

  Critical Sob completion.

  Tier 1 client commitment.

  Wafety-related necessity.

  2scalation Trigger: Multiple crews or same-day overtime e6ceeding $1,U00 total.

  Information Klow: Owner informed via end-of-day summary.

8. Seasonal Crew Hiring

  Authority Level: Kull ownership

  Criteria: 

  9ithin approved headcount.

  Hackground check completed.

  Orientation completed.

  2scalation Trigger: xiring e6ceeds approved headcount budget.

  Information Klow: Owner informed via weekly stafqng update.

“. Written Warnings

  Authority Level: Kull ownership

  Criteria: 

  Documented prior verbal warning.
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  Wpeciqc policy violation cited.

  2scalation Trigger: Third written warning (termination territory).

  Information Klow: Owner informed within 4j hours.

”. Vendor Orders (Preferred List)

  Authority Level: Kull ownership

  Criteria: 

  7se preferred vendors.

  Hest price within qve percent of the order.

  Meet timeline re’uirements.

  2scalation Trigger: Order outside preferred list or signiqcant price variance.

  Information Klow: Owner is informed in the monthly vendor spend report.

10. Subcontractor Engagement (Approved List)

  Authority Level: Kull ownership

  Criteria: 

  On approved vendor list.

  Insurance current.

  Wcope documented.

  Cost within 10 percent of the internal estimate.

  2scalation Trigger: Cost e6ceeds $U,000 or involves a Tier 1 client.

  Information Klow: Owner informed via weekly subcontractor report.

11. Quality Management and Rework Decisions

  Authority Level: Kull ownership

  Criteria: 

  If the ’uality check fails and rework can be done the same day, send the crew back.

  Track rework hours by crew.

  2scalation Trigger: Rework impacts other scheduled clients.

  Information Klow: Account Manager and Crew Leader informed.
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14. Weather Protocol Activation

  Authority Level: Kull ownership

  Criteria: 

  Kollow documented heat, cold, lightning, and rain protocols.

  Delay up to two hours based on the forecast.

  2scalation Trigger: Delay e6tends beyond two hours (full rain day) or two consecutive rain days.

  Information Klow: Owner, Crew Leaders, and Account Managers informed by UG50 AM.

15. Crew Leader Coaching and Development

  Authority Level: Kull ownership

  Criteria: 

  Regular feedback on decision ’uality, service ’uality, and production metrics.

  Lead the crew leader handoff and cascade.

  2scalation Trigger: Performance issue re’uiring formal corrective action.

  Information Klow: Owner informed in weekly operations review.

1j. New Vendor Evaluation

  Authority Level: Kull ownership

  Criteria: 

  Minimum three references.

  Insurance veriqcation.

  Trial order completed.

  2scalation Trigger: Annual spend with new vendor e6ceeds $10,000.

  Information Klow: Owner informed before commitment.

Thatzs fourteen decision categories with full ownership. Read that list carefully. If youzre an ops manager and 
youzve been operating without this level of authority, this is a signiqcant e6pansion. And if youzre an owner 
reading this and feeling a knot in your stomach, go back and reread the QEou xave to Mean ItV section in Chapter 
U. This only works if you let it work.

What You Escalate
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Eour escalation list is shorter than your authority list, and thatzs by design. Eou should be handling “0F or more 
of the daily operational decisions without owner involvement. xerezs what goes up:

  2’uipment purchases or repairs over $1,U00

  Termination decisions (always re’uire owner involvement)

  Management-level hires (crew leader promotions, new managers)

  Client situations where cancellation is threatened by a Tier 1 account

  Hudget variances e6ceeding 1UF on any single Sob

  Wubcontractor costs e6ceeding $U,000 on a single Sob, or any non-approved subcontractor.

  Waturday or e6tended overtime decisions

  New vendor commitments are proSected to e6ceed $10,000 annually

  Any safety incident re’uiring medical attention beyond qrst aid

  Wtrategic decisions (new services, market e6pansion, pricing structure changes)

Wame rule as your crew leaders: when you escalate, bring the situation, your recommendation, and the urgency 
level. The ownerzs Sob is to decide, not to research. Make it easy for them to say yes or redirect.

Your Weekly Rhythm

The ops managerzs week has a shape, and if you get the shape right, the chaos that used to deqne your days starts 
to feel manageable. xerezs the rhythm:

Monday

UG50 to YG50 AM: Review the weekzs schedule. Check stafqng against the route plan. Review the weather for 
the ne6t three days. Identify any trouble spots (short-staffed days, heavy routes, Tier 1 accounts with recent 
complaints).

YG50 to YGjU AM: Hrief crew leaders. Conqrm assignments, —ag anything unusual, and set e6pectations for the 
day.

8G00 AM: Monday standup with owner and account manager(s). Kifteen minutes. Wet the week.

Remainder of the day: Wite visits (at least 4 to 5 per day), resolve any morning issues, handle escalations from 
crew leaders, review e’uipment status, process vendor orders.

Tuesday through Thursday

Morning: Review overnight te6ts from crew leaders. xandle any schedule adSustments from callouts or weather. 
Conqrm the dayzs plan.



PAUL LUKERT74

Midday: Wite visits. This is where you see the real operation. ?uality checks, crew performance observation, and 
e’uipment condition. Eou should be touching Y to 10 properties per week across your route structure. Donzt 
Sust visit the problem sites. 'isit the good ones too. Catch your crews doing things right.

9ednesday midday: Ops review with owner. Thirty minutes. Dashboard review, decision calibration, look-ahead 
to the rest of the week.

Afternoon: Administrative tasks, vendor management, crew leader check-ins, e’uipment scheduling, ne6t-day 
prep.

Kriday

Morning: Kinal push to close the weekzs routes. xandle any Thursday over—ow.

Midday: Compile the weekly dashboard numbers. Review crew production, overtime, ’uality scores, rework 
hours, and e’uipment status.

Afternoon: Kriday close-out meeting. Kifteen minutes. Then prep the preliminary schedule for ne6t week.

The Ops Manager’s Non-Negotiables

2very week, without e6ception:

1. 'isit a minimum of si6 properties across different crews and route Bones.

4. xave at least one direct coaching conversation with each crew leader.

5. Review and update the 3PI dashboard before the 9ednesday operations review.

j. Process all escalations within the deqned timeframes * not when you Qget around to it.V

U. Prep ne6t weekzs schedule before you leave Kriday.

These qve habits are the difference between an ops manager who manages operations and one who simply 
reacts to them.

Managing Your Crew Leaders

Eour crew leaders are the most important people in your world. If theyzre making good decisions, your day is 
manageable. If theyzre not, your phone never stops buBBing.

Developing them is not a side proSect. Itzs the core of your Sob.

The Weekly Crew Leader Check-In

2very crew leader should get 10 to 1U minutes of focused time each week. Not to micromanage. To coach. xerezs 
a simple format:

Kirst 5 minutes: Q9hat went well this weekL 9hat decisions did you make that you felt good aboutLV Let them 
talk. Acknowledge the wins.
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Ne6t 5 minutes: Q9hat was your toughest call this weekL 9alk me through how you handled it.V This is where 
coaching happens. Listen to their decision process, not Sust the outcome. If they followed the criteria and the 
process was sound, afqrm it even if you would have done it differently.

Ne6t 5 minutes: QAnything coming up ne6t week that you want to think through in advanceLV Proactive coaching 
is ten times more effective than reactive correction.

Kinal 4 minutes: QAnything you need from meLV 2’uipment, training, help with crew members, criteria that donzt 
qt. This is where you qnd and q6 the small problems before they become big ones.

vwelxe minutes per crew leader per week. f” you haxe si7 crew leaders, that’s 2J minutes. Rust oxer 
an hour inxested in the people who make or break your operation. vhat’s the highest BOf hour in 
your entire week.

Recognizing Crew Leaders Ready for More

Part of your Sob is identifying which crew leaders are ready for e6panded authority. xerezs what to look for:

  They consistently make decisions within the criteria without escalating unnecessarily.

  Their escalations come with clear recommendations, not Sust ’uestions.

  Their ’uality scores are consistently at or above standard.

  Other crew members want to work on their crew (a sign of good leadership).

  They think beyond their own route and consider how their decisions affect the broader operation.

9hen you see these signals, e6pand their authority. Maybe they get approval for overtime up to three hours 
instead of two. Maybe they can approve e’uipment repairs up to $8U0 instead of the standard threshold. Wmall 
e6pansions, earned through demonstrated competence, are how you develop future ops managers.

Common Ops Manager Scenarios

Wcenario 1G Multiple Call-Outs on a xeavy Day

Itzs Tuesday morning. Three crew members called out across two different crews. Eour routes are full and youzve 
got two Tier 1 commercial accounts scheduled.

Eour move: Redistribute to protect Tier 1 routes qrst. Pull from the lightest route to shore up the critical ones. 
If the math doesnzt work (not enough people to cover the priority accounts), you have two options within your 
authority: approve overtime for remaining crews to pick up the slack or push lower-tier accounts to tomorrow. 
If more than two call-outs affect the same day, inform the owner per the escalation trigger.

Include your redistribution plan and any client-facing impacts.

Wcenario 4G A Crew Leader Makes a Decision Eou Disagree 9ith
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Eour crew leader approved ”0 minutes of overtime on a standard residential route. The Sob was “0F done. The 
criteria say he can approve up to 4 hours when the Sob is at least 8UF complete. Technically, itzs within the matri6. 
Hut you would have pushed the last two properties to the ne6t day and saved the overtime cost.

Eour move: Let it stand. Itzs within the criteria. The crew leader made a defensible call. If this pattern repeats 
and you believe the criteria are too loose, bring it to the 9ednesday ops review with data. Q9ezre approving 
more overtime than Izd like on standard routes. I think we should tighten the criteria to re’uire “UF completion 
instead of 8UF before overtime kicks in.V Thatzs a criteria adSustment, not a correction of the crew leader. Thatzs 
how the framework evolves.

Wcenario 5G A 'endor Delivers the 9rong Material

Eour mulch delivery shows up and itzs the wrong color. The crew is waiting on site. The client is a Tier 1 
commercial account with high visibility.

Eour move: Call the vendor and demand a same-day replacement. If they canzt deliver, go to the backup vendor on 
your approved list. Eou have authority to make vendor selections within deqned parameters. If the replacement 
costs more than UF above the original ’uote, itzs still within your criteria. %et the right material on site today.

Document the vendor failure for the monthly vendor review. If this vendor has a pattern of issues, —ag it in your 
ne6t owner meeting for possible removal from the preferred list.

Wcenario jG A Crew Leader 3eeps 2scalating Decisions xe Whould Own

One of your crew leaders calls you three times before lunch asking about decisions that are clearly his. Overtime 
approval for ”0 minutes. 9hether to swap backup e’uipment. 9hether a property meets ’uality standard.

Eour move: 7se the Redirect Response from Chapter 8. Q9hat does the matri6 sayL And what do you think we 
should doLV 9alk him through it the qrst time. The second time, be more direct: QThatzs your call. Eouzve got the 
criteria. Make it.V If it continues, it becomes a coaching conversation in your weekly check-in. 7se the diagnostic 
framework from Chapter “G does he know the matri6, does he understand the criteria, does he feel conqdent, 
or is something else preventing himL

Wcenario UG Eou Need to Issue a 9ritten 9arning

A crew member has been chronically late. xis crew leader had the verbal conversation two weeks ago. Nothing 
changed. Itzs time for a written warning.

Eour move: Eou have authority to issue written warnings when therezs a documented prior verbal warning and 
a speciqc policy violation. 9rite it up: the policy, the previous verbal conversation (date and what was said), the 
continued violation, and the e6pected correction. Meet with the employee privately. He direct, be factual, and 
be speciqc about what needs to change and the timeline. Inform the owner within 4j hours. If this will be the 
third written warning (which puts you in termination territory), escalate to the owner before acting.

The Transition From Executor to Leader

xerezs the hardest truth for most ops managers: the Sob you were hired for and the Sob you need to become are 
different. Most ops managers were promoted because they e6celled at e6ecution. They knew the routes, they 
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knew the e’uipment, and they could solve any qeld problem faster than anyone. They were the best performers 
in the company.

:ut the ops manager role isn’t about doing. ft’s about enabling. ft’s about building a crew leader team 
that can do what you used to do, so you can ”ocus on what only you can doz scheduling optimiqation, 
production e”Iciency, -uality systems, e-uipment strategy, and people dexelopment.

The hardest part of this transition is letting go of the qeld work. 9hen a crew leader calls with a problem you 
could solve in qve minutes, the temptation is enormous to Sust Sump in and q6 it. Hut every time you solve a 
problem your crew leader should have handled, youzve taken a rep away from their development and reinforced 
the pattern of dependency.

Eour Sob is to build crew leaders who donzt need you for daily decisions. Eour success isnzt measured by how 
many problems you solve. Itzs measured by how few problems reach you.

The Ops Manager’s Success Metrics

Eouzre winning when:

  2scalation fre’uency from crew leaders decreases month over month.

  ?uality scores are consistent across all crews * not Sust the ones you personally oversee.

  Production efqciency (revenue per labor hour) is trending up.

  Eou spend more time on proactive work * schedule optimiBation, crew development, e’uipment plan-
ning * than reactive work.

  The owner stops buBBing you with operational ’uestions.

  Eour crew leaders start bringing solutions, not Sust problems.

Track these. They are your report card.

Growing Beyond Ops Manager

The ops manager role is the proving ground for larger leadership within the company. If youzre an ops manager 
reading this and youzre wondering where the role goes, herezs the answer: it goes wherever you build it.

In companies that grow past $10M, the ops manager role often evolves into a general manager or 'P of operations 
position. In multi-location companies, it becomes a branch manager role (which wezll cover in Chapter 14). In 
some cases, the ops manager becomes a partner or eventual buyer of the business.

The path from ops manager to any of those roles runs through one thing: demonstrating that you can run the 
daily operation without the ownerzs involvement. 2very decision you make well within the matri6, every crew 
leader you develop, every system you improve is a data point that proves youzre ready for more.
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The decision rights framework isnzt Sust a management tool. Kor the ops manager, itzs a career accelerator. The 
owners who see their ops manager consistently making good decisions within the framework are the owners 
who start thinking about partnerships, proqt sharing, and succession. And thatzs a conversation worth earning.

The Ops Manager’s Laminated Card

Laminate it. 3eep it where you can see it.

I Own

  Daily scheduling and routing

  Rain day rescheduling

  Call-out coverage

  2’uipment repairs up to $1,U00

  2’uipment rentals up to $4,000

  Overtime approval up to j hours per crew

  Weasonal hiring within budget

  9ritten warnings

  'endor orders (preferred list)

  Approved subcontractors up to $U,000

  ?uality management and rework

  9eather protocol activation

  Crew leader development

  New vendor evaluation

I Escalate

  Purchases or repairs over $1,U00

  Terminations

  Management hires

  Tier 1 cancellation threats

  Hudget variances over 1U percent

  Wubcontractor costs over $U,000

  Waturday or e6tended overtime
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  New vendor commitments over $10,000 per year

  Medical-attention inSuries

  Wtrategic decisions

I Always

  'isit at least si6 properties per week

  Coach every crew leader weekly

  7pdate the dashboard before 9ednesdayMs operations review

  Process escalations within deqned timeframes

  Prep ne6t week before leaving Kriday

My Measure

  Kewer escalations

  Consistent ’uality

  Improving production

  More proactive work than reactive

In Chapter 11, wezll build the playbook for the role that interfaces most directly with your revenue: the account 
manager. Their decision rights around client relationships, pricing, and complaint resolution are where margin 
is protected or given away.

NNN



Chapter 11
The Account Manager Playbook
The Revenue Protector

“Before the matrix, I was terridek of manigc the wrogc lapp og a lom.paigtS vo, I lappek the owger 
eyerN sigcpe timeS 9ow I resopye 0%u of lpiegt issbes mNsepf, agk obr satisfaltiog slores haye geyer 
”eeg hicherST 

-Account manager at a $7.5M landscape company

I f the ops manager runs the engine, the account manager protects the fuel supply. Every client relationship, 
every renewal, every complaint resolution, every upsell opportunity ’ows through this role. The account 

manager is the person most directly responsible for whether your revenue grows, holds steady, or leaks out 
through client attrition.

And yet, in most landscape companies, the account manager operates with one hand tied behind their back. 
They0re the face of the company to the client, but they can0t approve a $1:: credit without calling the owner. 
They0re responsible for retention, but they can0t make the decisions that retain clients in the moment when the 
client is frustrated, and the clock is ticking.

The result is predictablej slower complaint resolution, frustrated clients, frustrated account managers, and an 
owner who spends three to four hours a week on client issues that should have been resolved the same day they 
arose.

qhis .paN”oon ciyes the allobgt magacer the abthoritN to ko what the rope altbappN re:biresW .rotelt 
agk crow lpiegt repatiogshi.s with logdkegle, s.eek, agk lpear ”obgkariesS

What You Own

As the account manager, you are the decision-maker for client relationships. The owner retains authority over 
pricing strategy, maYor contract negotiations, and Tier 1 cancellation recovery. Dou own everything between the 
client0s Orst complaint and the owner0s involvement threshold.

Account Manager Authority Matrix

FeOned Lwnership for Client-4acing Fecisions

  Minor Quality Complaint Resolution
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  Authority 8evelj 4ull ownership

  Criteriaj 

  Acknowledge within 2 hours.

  Lffer redo within 2— hours or credit up to $V:: x client0s choice.

  Escalation Triggerj Client reYects redo and demands credit over $V::.

  Information 4lowj Lps Manager and Crew 8eader informed.

  Service Credit (Up to $200)

  Authority 8evelj 4ull ownership

  Criteriaj 

  6alid complaint.

  Focumented.

  Most recent visit within 7 days with photo evidence.

  Escalation Triggerj Credit e(ceeds $V:: or second credit to the same client within ): days.

  Information 4lowj Lwner informed via weekly client report.

  Recurring Complaint Management

  Authority 8evelj 4ull ownership qin collaboration with Lps Manager9

  Criteriaj 

  Root cause analysis with Lps Manager.

  Review crew assignment, Uuality freUuency, and service history.

  Escalation Triggerj Three or more complaints in N: days from the same client.

  Information 4lowj Lwner informed of Ondings and recommendations.

  Enhancement Pricing (Standard)

  Authority 8evelj 4ull ownership

  Criteriaj 

  Qse the approved rate card.

  Maintain 25 percent gross margin.

  Escalation Triggerj Client reUuests a discount below the rate card.
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  Information 4lowj Lwner informed via weekly sales report.

  Contract Renewal (No Price Change)

  Authority 8evelj 4ull ownership

  Criteriaj Renew at current rates if the client is in good standing and no cost increase is reUuired.

  Escalation Triggerj Client disputes pricing, or the competitor is actively bidding.

  Information 4lowj Lwner informed via renewal tracker.

  Out-of-Scope Request Handling

  Authority 8evelj 4ull ownership

  Criteriaj 

  If under 15 minutes of additional service, accommodate as a goodwill gesture.

  If over 15 minutes, price as an enhancement.

  Escalation Triggerj Client pushes back on being charged for additional work.

  Information 4lowj Lps Manager informed of scheduling impact.

  Proactive Client Communication

  Authority 8evelj 4ull ownership

  Criteriaj 

  Sotify client of any delay e(ceeding V days.

  Sotify of any service issue before the client discovers it.

  Communicate proactively x never reactively.

  Escalation Triggerj Communication involves admitting a signiOcant error with legal or contract 
implications.

  Information 4lowj Lwner informed before sending.

  Property Visit and Quality Audit

  Authority 8evelj 4ull ownership

  Criteriaj 

  6isit Tier 1 accounts monthly.

  6isit Tier V accounts Uuarterly.
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  Focument Uuality observations and share with Lps Manager.

  Escalation Triggerj 3uality pattern reUuires crew change or signiOcant service adYustment.

  Information 4lowj Lps Manager was informed of documented Ondings.

  Client Onboarding

  Authority 8evelj 4ull ownership

  Criteriaj 

  Sew client welcome call within 2— hours of Orst service.

  ConOrm e(pectations.

  Provide direct contact information.

  zet the Orst %:-day Uuality check schedule.

  Escalation Triggerj Client has special operational reUuirements affecting Oeld operations.

  Information 4lowj Lps Manager informed of operational setup.

  Upsell and Enhancement Proposals

  Authority 8evelj 4ull ownership

  Criteriaj 

  Identify opportunities during property visits.

  Price using the approved rate card.

  Present the proposal with a clear timeline.

  Escalation Triggerj Enhancement reUuires signiOcant operational resources or new eUuipment.

  Information 4lowj 

  Lwner informed via weekly sales report.

  Lps Manager informed for capacity planning.

Ten decision categories. 8ook at what0s therej complaint resolution, credits, renewals, pricing qwithin the rate 
card9, communication, property visits, onboarding, and upselling. This is the full scope of a functioning account 
manager. If you0re an account manager reading this and you haven0t had this level of authority before, it might 
feel like a lot. It is a lot. It0s also e(actly what your clients need you to have.

What You Escalate
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Dour escalation list centers on two thingsj Onancial decisions above your threshold and situations that risk losing 
signiOcant revenue.

  zervice credits e(ceeding $V::

  zecond credit to the same client within ): days

  Any client who e(plicitly threatens to cancel qregardless of account siWe9

  Tier 1 client e(pressing dissatisfaction that isn0t resolved by your initial offer

  Contract renewals where a price increase is needed

  Competitive bid situations where another company is actively pursuing your client

  Pricing reUuests that fall below the rate card or below 25G gross margin

  Any communication that involves admitting liability or signiOcant operational failure

  Client disputes involving potential legal issues qproperty damage claims, inYury on site9

Hhen you escalate client situations, speed matters more than in almost any other category. A client who 
threatened to cancel at 1: AM and doesn0t hear from anyone until 2 PM has mentally moved on. Dour escalation 
should include the client0s speciOc concern, what you0ve already offered, why it wasn0t enough, and your 
recommendation for ne(t steps. “ive the owner everything they need to pick up the phone and have a productive 
conversation within the hour.

The Client Conversation Framework

Most account managers don0t struggle because they lack people skills. They struggle because they don0t have 
a framework for difOcult conversations. Hhen a client is angry, the natural response is to apologiWe, promise 
everything, and hope it goes away. That0s not a strategy. ”ere0s one that works.

The ARIA Framework for Client Conversations

A: Acknowledge. ztart by acknowledging the client0s e(perience. Sot defending, not e(plaining, not Yustifying. 
Acknowledging. ?I understand you0re frustrated with the edging Uuality on your last visit. That0s not the standard 
we0re committed to.B The client needs to feel heard before they can hear your solution.

R: Resolve. Lffer a speciOc, concrete resolution. Sot ?we0ll do better ne(t time.B A real resolution with a timeline. 
?I0d like to send a crew back tomorrow to redo the edging, or if you prefer, I can apply a $15: credit to your ne(t 
invoice. Hhich works better for you'B “ive options when possible. Lptions give the client control, which is what 
they lost when the service fell short.

I: Investigate. Commit to Onding out what happened and preventing it from recurring. ?I0m going to review this 
with our crew leader and our ops manager to make sure we understand what happened and put a O( in place.B 
This tells the client you0re treating it as a system issue, not Yust a one-time apology.
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A: Assure. Close with a speciOc follow-up commitment. ?I0ll personally check your property after the ne(t three 
visits to make sure the Uuality is where it should be. And I0ll call you after each one to conOrm you0re satisOed.B 
A speciOc assurance is worth ten vague promises.

The ARIA framework keeps you in control of the conversation. It prevents the two most common account 
manager mistakesj over-promising in the moment q?He0ll never let this happen againB9 and under-delivering on 
follow-through qpromising a callback and forgetting9. Acknowledge, resolve, investigate, and assure. Every time.

Your Weekly Rhythm

Monday

7/:: AMj Monday standup with owner and ops manager. Kring any client situations from the weekend, upcoming 
renewals this week, and any escalations pending from last week.

Morningj Review your client health dashboard. Any open complaints' Any credits issued last week that need 
follow-up' Any renewals coming due in the ne(t %: days' PrioritiWe your week around these.

Afternoonj Property visits. Monday afternoon is ideal for visiting properties serviced that morning. Dou see the 
work fresh. If there0s a Uuality issue, you catch it before the client does.

Tuesday through Thursday

Morning block q— to 1: AM9j Client communication window. Return calls, send follow-up emails, and make 
proactive touches on Tier 1 accounts. Clients are most reachable in the morning. Protect this time aggressively.

Middayj Property visits. Dou should be on properties % to 2 days per week. This is where you spot upsell 
opportunities, catch Uuality issues early, and build the face-to-face relationships that no email can replace.

Afternoonj Enhancement proposals, renewal prep, CRM updates, coordination with ops manager on any service 
issues ’agged during property visits.

4riday

Morningj Close out any open client issues from the week. So complaint should carry over to Monday if it can be 
resolved on 4riday.

Middayj Compile your weekly client reportj complaints received, complaints resolved, credits issued, renewals 
processed, enhancements sold, property visits completed.

Afternoonj 4riday close-out meeting. Then prep your client priorities for ne(t week.

The Account Manager’s Non-Negotiables

Every week, without e(ceptionj

1. 6isit every Tier 1 account that had a complaint in the last %: days.

V. Make at least one proactive touch x call, email, or visit x on every Tier 1 account.

%. Respond to all complaints within 2 hours during business hours.
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2. 8og every complaint and resolution in the CRM the same day it happens.

5. zubmit the weekly client report before 4riday+s close-out.

These Ove habits are the difference between an account manager who retains clients and one who processes 
cancellations.

Common Account Manager Scenarios

zcenario 1/ A Client Calls Angry About a Missed zervice

The client says their property wasn0t serviced yesterday as scheduled. They0re upset and Uuestioning the 
reliability of your company.

Dour movej 4irst, verify the facts. Check with the ops manager or crew leader. Has the property actually missed, 
or was service completed but the client didn0t notice' qIt happens more often than you0d think, especially with 
early morning service.9 If the service was genuinely missed, use ARIA. Acknowledge the frustration. Resolve by 
scheduling a make-up visit within V2 hours qcoordinate with ops manager9. Investigate why it was missed qrain 
day shuf’e' crew oversight' routing error'9. Assure with a speciOc follow-up. If the client demands a credit, 
approve up to $V:: within your authority. This entire interaction should take less than 15 minutes and Wero 
owner involvement.

zcenario V/ A Renewal Comes Fue, and the Client Hants a Price Fecrease

A Tier V client says they got a lower Uuote from a competitor and want you to match it, or they0ll switch.

Dour movej Fon0t panic and don0t immediately discount. 4irst, assess the accountj how proOtable is it, how long 
have they been a client, what0s their payment history, and how much does it cost to replace this revenue' If 
the contract is at or above your minimum 25G gross margin, you can renew at current rates without owner 
approval. If the client is pushing below your rate card, this is an escalation. zend it to the owner with the account 
details, the competitive Uuote qif available9, your assessment of the account0s value, and your recommendation 
on whether to match, negotiate, or walk. The owner decides the pricing strategy. Dou own the client relationship 
and the communication.

zcenario %/ Dou Sotice a 3uality Issue Furing a Property 6isit

Dou0re on a Tier 1 commercial property, and you see that the bed lines are sloppy, there0s clipping buildup in the 
mulch, and the edging along the main entrance is inconsistent.

Dour movej Focument it. Take photos. Then contact the ops manager with the speciOcsj which property, what 
you observed, and the Uuality score against the checklist. This isn0t about blame. It0s about data. The ops manager 
owns the Uuality response qsending a crew back, coaching the crew leader, adYusting the route9. Dou own the 
client communication. If the client hasn0t noticed yet, you have an opportunity to get ahead of it. If the Uuality 
gap is signiOcant enough that the client will notice, call them proactivelyj ?I visited your property today and 
noticed a few areas that didn0t meet our standard. I0ve already arranged to have a crew address them tomorrow.B 
Proactive communication turns a potential complaint into a trust-building moment.

zcenario 2/ A Client ReUuests zomething Lutside the Contract
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A residential client asks your crew to trim a hedge that isn0t part of the maintenance contract. Lr a commercial 
client wants e(tra mulch added to a speciOc area between scheduled enhancement visits.

Dour movej If the reUuest is under 15 minutes of additional work, accommodate it as goodwill and log it. “oodwill 
services are relationship investments, and you have the authority to make them. If the reUuest e(ceeds 15 
minutes, it0s an enhancement opportunity. Price it using your rate card, present the cost to the client, and 
schedule it upon approval. Fon0t give away work that should be priced. Kut don0t nickel-and-dime a good client 
on a Ove-minute favor either. The 15-minute threshold e(ists to help you calibrate that balance.

zcenario 5/ A Tier 1 Client Threatens to Cancel

Dour largest commercial client calls and says they0re considering moving to another provider. They0re unhappy 
about the inconsistent Uuality over the past two months.

Dour movej This is an escalation. Immediately. Qse ARIA to acknowledge and stabiliWe the conversationj ?I take 
this very seriously. I want to understand e(actly what0s been falling short and make this right.B 8isten. Take 
detailed notes. Fo not make promises beyond your authority. Tell the clientj ?I0m going to bring this to our 
ownership team today, and we0ll come back to you within V2 hours with a speciOc plan to address every concern.B 
Then escalate to the owner with the full picturej the client0s speciOc complaints, the account0s annual value, 
the history of issues, and your recommendation for a retention response. The owner handles the recovery 
conversation. Dou support and follow through on whatever is committed.

The Relationship Between Account Manager and Ops Manager

This is one of the most important working relationships in any landscape company, and it0s one of the most 
common sources of friction. The account manager is the voice of the client. The ops manager is the voice of 
operations. Hhen those two voices don0t communicate, clients get promises operations can0t keep, or operations 
make decisions that blindside the client.

The decision rights framework helps here because it clariOes who owns what. The account manager owns the 
client relationship and communication. The ops manager owns the service delivery and crew performance. 
Seither overrides the other. They collaborate.

In practice, this meansj

-heg the allobgt magacer s.ots a :bapitN issbe, she re.orts it to the o.s magacer with kolbmegta(
tiogS qhe o.s magacer kelikes the o.eratiogap res.ogse jreworn, lrew loalhigc, robte ak)bstmegt,S 
qhe allobgt magacer hagkpes the lpiegt lommbgilatiogS

Hhen the ops manager needs to reschedule a Tier 1 client due to weather or stafOng, he informs the account 
manager Orst. The account manager contacts the client with the update. The ops manager doesn0t call the client. 
The account manager doesn0t adYust the schedule.

Hhen a client reUuests a service change, the account manager coordinates with the ops manager on feasibility 
and timing before committing to the client. The account manager doesn0t promise a delivery date without 
checking capacity.
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The Monday standup is where these two roles synchroniWe. The 4riday close-out is where they reconcile. If the 
AM*ops relationship is working, the owner hears about client situations in the weekly report, not in panicked 
phone calls.

Growing the Revenue Side

Most account managers in landscape companies are hired to retain clients and resolve problems. That0s half the 
Yob. The other half, the half that separates good account managers from great ones, is growing revenue within 
the e(isting client base.

Dour property visits aren0t Yust Uuality checks. They0re sales opportunities. Every time you walk a property, 
you should be looking for enhancement potentialj beds that need refreshing, trees that need pruning, drainage 
issues, hardscape opportunities, irrigation upgrades, seasonal color installations. Most clients won0t ask for these 
services. They don0t know what0s possible. Dou do.

The account managers who build the strongest case for promotion and compensation increases are the ones 
who can show a dollar Ogure for revenue generated, not Yust revenue retained. ?I resolved 27 complaints and 
retained $1.VM in contractsB is good. ?I resolved 27 complaints, retained $1.VM in contracts, and sold $1—:,::: in 
enhancementsB is a different conversation entirely.

Enhancement Opportunity Checklist

Qse Furing Every Property 6isit

Hhen walking a property, look for the followingj

1. Mulch beds that are faded, thin, or weed-encroached

V. Ked edges that are soft, undeOned, or overgrown

%. zhrubs that are overgrown, misshapen, or contain dead material

2. Trees with low limbs, deadwood, or clearance issues

5. Turf with bare spots, disease, or areas needing overseeding

). Irrigation issues such as dry spots, broken heads, or overspray

7. Frainage problems including standing water, erosion, or grading concerns

—. zeasonal color opportunities such as empty beds or tired annual displays

N. ”ardscape issues like cracked pavers, settling, or pressure washing needs

1:. 8ighting problems, including broken O(tures, dark areas, or e(pansion opportunities

If you spot something, price it using the approved rate card and present it to the client within 2— hours.

Client Tiering: Know Who Matters Most
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The decision rights matri( references ?Tier 1B and ?Tier VB accounts throughout the templates. If your company 
doesn0t have a formal tiering system yet, now is the time to build one. It doesn0t need to be complicated.

Tiering isn0t about caring less about smaller clients. It0s about investing your time where it produces the most 
return. A $5:,::: commercial account deserves a different level of proactive attention than a $V,5:: residential 
account. Koth deserve good service. They don0t both need monthly visits from the account manager.

Simple Client Tiering Model

Tier 1

  Top 1: to 15 clients by revenue and strategic value

  Monthly property visits by Account Manager

  Fedicated, best-matched crews whenever possible

  4our-hour complaint response time

  Lwner involvement in cancellation threats

  Priority scheduling during rain-day recoveries

  Photo documentation after every service

Tier 2

  All other standard accounts

  3uarterly property visits by Account Manager

  ztandard crew assignment

  zame-day complaint response during business hours

  Account Manager owns full resolution

  ztandard scheduling priority

Optional Tier 3

  zmall accounts, high-maintenance clients, or below-margin accounts

  Reactive property visits only

  ztandard service with minimal customiWation

  Annual proOtability evaluation

The Account Manager’s Laminated Card

8aminate it. Neep it where you can see it.
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I Own

  Complaint resolution qup to $V:: credit9

  Enhancement pricing using approved rate card q25GO margin9

  Contract renewals with no price change

  Lut-of-scope reUuests within 15-minute goodwill threshold

  Proactive client communication

  Property visits qTier 1 monthly, Tier V Uuarterly9

  Client onboarding

  Qpsell and enhancement proposals

  Recurring complaint management qwith Lps Manager9

I Escalate

  Credits over $V::

  zecond credit to the same client within ): days

  Cancellation threats

  Renewals reUuiring price increase

  Competitive bid situations

  Kelow-rate-card pricing reUuests

  8iability or legal issues

I Always

  Respond to complaints within 2 hours during business hours

  Qse ARIA for every difOcult conversation

  8og everything in the CRM the same day

  6isit every Tier 1 account monthly

  8ook for enhancement opportunities on every property visit

My Measure

  Retention rate

  Complaint resolution time
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  Enhancement of revenue generated

  Client satisfaction scores

In Chapter 1V, we0ll build the Onal role-speciOc playbookj the branch manager. This is the role that emerges when 
companies grow past $1:M and need someone who can run an entire operation, combining the scope of the ops 
manager with the client ownership of the account manager, across a deOned territory or division.

PPP



Chapter 12
The Branch Manager Playbook
The Role That Makes Multi-Location Possible

“When we opened the second location, I tried to run both from my truck. That lasted about six 
weeks before everything started breaking. The branch manager role saved the company and saved 
my sanity.” 

-Owner of a $14M landscape company 

N ot every reader of this book needs a branch manager. If you’re running a single-location operation between 
$3M and $8M, the ops manager and account manager playbooks in Chapters 10 and 11 are your primary 

tools. You can skip this chapter and come back to it when growth demands it.

But if you’re at $10M or approaching it, if you’re running multiple divisions (maintenance, construction, irriga-
tion), if you’ve expanded to a second geographic area, or if you’re planning any of these moves in the next two 
to three years, this chapter is your roadmap.

The branch manager role emerges when a landscape company outgrows what a single ops manager and a single 
account manager can handle. It’s the person who runs an entire operation, combining the operational authority 
of the ops manager with the client ownership of the account manager, across a de:ned territory, division, or 
location.

Think of it this wayj the branch manager is a mini-owner. They run their branch the way you used to run the 
whole company, except now they have the framework, the matrix, and the criteria to do it without becoming the 
same bottleneck you used to be. The branch manager role is where decision rights aren’t 5ust about delegation. 
They’re about replication. You’re building a second version of yourself, and the matrix is the operating system 
they run on.

When Do You Need a Branch Manager?

The branch manager role doesn’t appear on every org chart at the same revenue level. But here are the signals 
that tell you it’s timej

1. Your ops manager is managing more than 10-12 crews and is starting to miss things. The span of control 
has outgrown one person’s capacity.

2. You’ve opened or are opening a second physical location or yard.

3. You’re running distinctly different service divisions (maintenance plus construction, or residential plus 
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commercial), and the operational demands are diverging.

4. Your account manager is responsible for more than $4M to $qM in contract value and can’t give ade%uate 
attention to all clients.

q. You, the owner, are spending more than 206 of your time on operational issues that should be handled 
by a manager, but exceed the ops manager’s current scope or capacity.

E. You’re planning for an exit in the next three to :ve years and need someone who can demonstrate they 
can run the whole show.

If three or more of those signals are present, you need a branch manager. The %uestion is whether you 
promote from within (typically your best ops manager or your most operationally minded account manager) 
or hire externally. Both can work. The advantage of promoting from within is that the person already knows 
your operation, your clients, and your culture. The advantage of hiring externally is that you can :nd someone 
who’s already done the 5ob at scale.

Fither way, the decision rights framework makes the transition dramatically smoother because the branch 
manager inherits a system, not a set of tribal knowledge.

What the Branch Manager Owns

The branch manager’s authority is the broadest of any role in the company, except the owner. They own 
everything the ops manager and account manager own within their branch, plus strategic decisions about the 
branch’s growth, staf:ng structure, and :nancial performance.

Branch Manager Authority Matrix

Dull Branch-Level Aecision Ownership

1. All Operations Manager Decisions (Chapter 10)

  Suthority Levelj Dull ownership

  Criteriaj 

  &ame criteria as the Operations Manager matrix.

  Sll thresholds apply within the branch.

  Fscalation Triggerj &ame escalation triggers as the Operations Manager matrix.

  Information Dlowj Owner informed per standard information How.

2. All Account Manager Decisions (Chapter 11)

  Suthority Levelj Dull ownership

  Criteriaj &ame criteria as the Sccount Manager matrix for branch clients.

  Fscalation Triggerj &ame escalation triggers as the Sccount Manager matrix.
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  Information Dlowj Owner informed per standard information How.

3. Branch P&L Management

  Suthority Levelj Dull ownership

  Criteriaj 

  Meet or exceed margin targets set with Owner.

  Manage revenue, labor cost, materials, and overhead within the approved budget.

  Fscalation Triggerj Missing margin target by more than 3 points for 2 consecutive months.

  Information Dlowj Owner informed via monthly P9L review.

4. Branch StafEng Structure

  Suthority Levelj Dull ownership

  Criteriaj 

  7ire, promote, and restructure within approved headcount and budget.

  Includes crew leaders, crew members, and administrative support.

  Fscalation Triggerj Management-level hires or headcount increases beyond approved budget.

  Information Dlowj Owner informed via monthly staf:ng report.

q. qTuipment Capital Allocation (Branch Budget)

  Suthority Levelj Dull ownership

  Criteriaj Spprove purchases up to $q,000 within annual e%uipment budget.

  Fscalation Triggerj 

  &ingle purchase exceeds $q,000

  OR cumulative year-to-date spend exceeds z0 percent of annual budget.

  Information Dlowj Owner informed via monthly e%uipment report.

E. New Client AcTuisition (Within Branch Rerritory)

  Suthority Levelj Dull ownership

  Criteriaj 

  Price at or above 4q percent gross margin.

  &ervice must be deliverable with existing or planned capacity.
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  Fscalation Triggerj 

  Client would represent more than 10 percent of branch revenue

  OR contract re%uires commitments beyond 12 months.

  Information Dlowj Owner informed via weekly pipeline report.

V. Client vetention and vecoVery

  Suthority Levelj Dull ownership

  Criteriaj Dull authority on credits, service ad5ustments, and retention offers up to $q00 per incident.

  Fscalation Triggerj 

  Credit exceeds $q00

  Tier 1 cancellation threat (as de:ned at company level)

  Client dispute with legal implications.

  Information Dlowj Owner informed within 24 hours for any client loss.

8. -endor and Subcontractor Management

  Suthority Levelj Dull ownership

  Criteriaj 

  Manage all vendor relationships within branch.

  Spprove new vendors after standard evaluation.

  Fscalation Triggerj 

  Snnual vendor commitment exceeds $2q,000

  &ubcontractor engagement for branch exceeds $10,000 on a single pro5ect.

  Information Dlowj Owner informed via monthly vendor report.

z. BranchkLeVel Process ImproVements

  Suthority Levelj Dull ownership

  Criteriaj Implement operational improvements, route optimi/ation, and workHow changes within 
branch.

  Fscalation Triggerj Changes affect another branch or company-wide standards.

  Information Dlowj Owner informed for awareness and cross-branch adoption.
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10. Community and Mar’et Presence

  Suthority Levelj Dull ownership

  Criteriaj Represent the company at local events, networking, and trade shows within branch territory.

  Fscalation Triggerj 

  Commitments that :nancially bind the company

  OR create company-wide marketing obligations.

  Information Dlowj Owner informed for awareness.

Look at the scope of that table. The branch manager inherits the full authority of both the ops manager 
and the account manager roles, plus P&L ownership, stafqng decisions, capital allocation, client 
ac$uisition, and process improvement. This is not a middle management position. This is a general 
management role with real authority and real accountability.

The key difference between a branch manager and an owner is the ceiling on :nancial commitments (purchases 
capped at $q,000, credits capped at $q00, vendor commitments capped at $2q,000) and the re%uirement to 
operate within an approved budget and margin target. The branch manager has freedom within a de:ned 
:nancial box. The owner de:nes the si/e of the box.

What the Branch Manager qscalates

The branch manager’s escalation list is short and strategic. Fverything else is theirs.

  Terminations of branch management team members

  &ingle purchases or capital commitments exceeding $q,000

  New client contracts that would represent more than 106 of branch revenue

  Client credits exceeding $q00 per incident

  Wendor commitments exceeding $2q,000 annually

  Missing margin targets for two or more consecutive months

  Sny legal issue (client dispute, employee claim, property damage liability)

  Aecisions that would affect the other branch or company-wide standards

  &trategic direction changes (new service lines, market repositioning, ma5or partnerships)

Notice the patternj the branch manager escalates :nancial commitments above de:ned thresholds, legal risk, 
cross-branch impact, and strategic direction. Fverything else, the daily, weekly, and monthly operation of the 
branch, is theirs to run.
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Rhe Branch Manager4s Wee’ly vhythm

The branch manager runs the same MondayKQednesdayKDriday cadence within their branch that we estab-
lished in Chapter 8, plus an additional owner touchpoint.

Within the Branch (Same Cadence, You Lead It)

1. Monday standupj You lead the 1q-minute standup with your ops manager and account manager. &ame 
agenda as Chapter 8. You’re the owner’s proxy in this meeting.

2. Qednesday ops reviewj You do the 30-minute review with your ops manager. You’re coaching them 
the way the owner coached the ops manager in a single-location company. Aashboard review, decision 
calibration, look-ahead.

3. Driday close-outj You lead the wrap-up. Qins, misses, client pulse, numbers, one thing for next week.

With the Owner

1. Qeekly branch report (30 minutes, Tuesday or Thursday)j One-on-one with the owner. This is your 
version of the Qednesday ops review, but at the branch level. You bringj GPI dashboard for the branch, 
signi:cant decisions made this week, any escalation items, pipeline and client health update, and any 
resource needs.

2. Monthly P9L review (E0 to z0 minutes)j Aeep dive into branch :nancial performance. Revenue, margins, 
labor cost, e%uipment spend, overhead. This is where the owner holds you accountable to the :nancial 
targets and where you make the case for additional resources or investments.

3. ?uarterly strategic review (half day)j Bigger-picture conversation about branch direction. Market op-
portunities, competitive landscape, staf:ng plan for next %uarter, e%uipment needs, and growth targets. 
This is where the branch manager demonstrates strategic thinking, not 5ust operational competence.

Rhe Branch Manager4s Rime Allocation

7ow you spend your week signals what kind of manager you are.

%02 Operations Management

  Oversee the Ops Manager.

  Conduct site visits.

  Protect %uality systems.

  Monitor production ef:ciency.

This is your foundation.

5F2 Client velationships

  Gey account management.
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  Retention conversations.

  New client ac%uisition.

You own the branch’s revenue.

502 People DeVelopment

  Coach your Ops Manager.

  Aevelop Crew Leaders through your Ops Manager.

  Build bench strength.

This is how you scale.

1F2 Strategy and veporting

  P9L review.

  Market analysis.

  Pipeline management.

  Owner communication.

This is where leadership lives.

If you’re spending more than q06 of your time on operations, you’re an Ops Manager with a bigger title.

If you’re spending less than 1q6 on people development, your bench is thin and your branch is fragile.

Common Branch Manager Scenarios

&cenario 1+ Your Ops Manager Leaves

Your ops manager gives two weeks’ notice. 7e’s been the operational backbone of the branch.

Your movej This is where the decision rights framework pays for itself. Because the matrix exists, the ops 
manager’s knowledge isn’t walking out the door. The decision criteria, the escalation triggers, the crew leader 
playbooks are all documented. You step into the ops role temporarily while you recruit a replacement. The crew 
leaders know their authority. The account manager knows hers. The system runs, imperfectly but functionally, 
while you :ll the gap. If you didn’t have the framework, this departure would be a crisis. Qith it, it’s a signi:cant 
inconvenience that’s manageable.

&cenario 2+ The Owner Qants You to 7it an Sggressive *rowth Target 

The owner sets a target for your branch to grow from $qM to $VM in the next 18 months. That’s 406 growth.

Your movej Qork backward from the number. $2M in additional revenue means roughly 2q to 30 new clients 
(depending on average contract si/e) or signi:cant enhancement growth from existing clients. Qhat capacity 
do you needJ 7ow many additional crewsJ Qhat e%uipmentJ Qhat’s the hiring timelineJ Build a plan with 
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milestones and present it to the owner with the resource re%uirements and the timeline. If you can deliver the 
growth within your current budget authority, execute. If it re%uires resources beyond your thresholds (e%uip-
ment over $q,000, headcount beyond approved budget), escalate with a detailed proposal. Branch managers 
who can translate growth targets into operational plans are the ones who eventually become partners.

&cenario 3+ Two Aepartments in Your Branch Sre in ConHict

Your maintenance ops manager and your construction pro5ect manager are :ghting over shared crew resources. 
Construction wants to pull maintenance crew members for a big install. Maintenance says they can’t afford the 
disruption.

Your movej This is exactly the kind of cross-functional decision a branch manager exists to make. Fvaluatej 
Qhat’s the revenue and margin impact of the construction pro5ectJ Qhat’s the client impact of pulling mainte-
nance crew membersJ Is there a middle ground (temporary hire, subcontractor, partial crew share for speci:c 
days)J Make the call based on what’s best for the branch’s total performance, not what makes either department 
happiest. Aocument the decision and the reasoning so both managers understand the logic. If this becomes a 
recurring conHict, it’s a structural issue that needs a longer-term solution (dedicated construction crews, clearer 
resource allocation rules). Bring that to your %uarterly strategic review with the owner.

&cenario 4+ S Competitor Is Sggressively Targeting Your Clients 

You’ve lost two accounts in a month to the same competitor. They’re undercutting your pricing and making 
aggressive promises to your Tier 1 accounts.

Your movej Dirst, gather intelligence. Qhich accounts are being targetedJ Qhat pricing are they offeringJ Qhat 
promises are they makingJ Talk to the clients you lost and learn why they switched (price, service %uality, 
relationship, or something elseJ). Then build a retention strategy for your vulnerable accounts. Dor Tier 1 
accounts being actively pursued, proactive outreach with a personal touchj site visit, performance review, and 
a commitment to a speci:c service improvement. Dor pricing pressure, don’t get into a race to the bottom. 
Compete on value, consistency, and relationship. If the competitor’s pricing is genuinely below your cost Hoor, 
you can’t match it pro:tably, and clients who leave for the cheapest price will leave again when someone 
cheaper comes along. Docus your energy on the clients who value what you deliver. Fscalate to the owner if the 
competitive threat affects more than 106 of branch revenue or re%uires a strategic pricing response beyond 
your rate card authority.

&cenario q+ You’re Running 7ot on Labor and Thin on Margin 

It’s peak season. Overtime is high, temporary labor costs are up, and your branch margin has dipped two points 
below target for the month.

Your movej Aiagnose the cause before reacting. Is it a temporary seasonal spike or a structural problemJ Review 
route ef:ciencyj are crews running optimally, or are there routing waste and dead-drive time that can be 
tightenedJ Review overtime patternsj which crews are consistently over and whyJ Is it a scheduling issue, a 
staf:ng issue, or a scope-creep issue on speci:c accountsJ If the margin miss is seasonal and you can pro5ect 
recovery in the next E0 days, document it and manage it. &uppose it’s a trend that won’t self-correct, build 
a corrective planj route optimi/ation, overtime caps, temporary labor reduction, or a conversation with your 
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account manager about repricing underperforming accounts. If you miss the margin target for two consecutive 
months, that’s an escalation trigger. Bring the diagnosis and the plan to the owner before they have to ask.

Building Your Ream Within the Branch

The branch manager’s most important long-term responsibility is building a team that can run the branch 
without the branch manager being involved in every decision. &ound familiarJ It should. It’s the same principle 
that got you this book, 5ust one level down.

Your ops manager should be making 806 of operational decisions without your involvement. Your account 
manager should be handling z06 of client situations without escalating. Your crew leaders should be running 
their routes with con:dence and autonomy.

If you’re the branch manager and everyone in your branch is still coming to you for every decision, you’ve 
recreated the owner bottleneck at the branch level. The decision rights framework is designed to prevent this, 
but only if you use it. 7and off. Trust the matrix. Coach your team. Measure results. Sd5ust criteria. That’s your 
5ob.

The ultimate test of a branch manager is the same as the ultimate test of an ownerj can you leave for two weeks 
and come back to a branch that ran :ne without youJ If the answer is yes, you’ve built something real. If the 
answer is no, you’ve got more work to do on the framework.

Rhe Path :rom Branch Manager to Partner

Dor the right person, the branch manager role is the proving ground for ownership. If you’re a branch manager 
reading this, here’s what makes the case for partnership or e%uityj

1. Consistent Enancial performanceU hitting or exceeding margin targets for four or more consecutive 
%uarters.

2. veVenue growthU demonstrating the ability to grow the branch’s top line while protecting margins.

3. Ream deVelopmentU building a bench deep enough that the branch runs without you for extended 
periods.

4. Strategic thin’ingU bringing the owner opportunities, insights, and plans rather than 5ust problems and 
updates.

q. :ramewor’ ownershipU not 5ust following the decision rights matrix but improving it, expanding it, and 
cascading it to every level of the branch.

Owners who see these :ve things in a branch manager start thinking about succession, e%uity sharing, and 
long-term partnership. That’s not accidental. That’s a branch manager demonstrating that they can do what the 
owner does, 5ust as well, within a de:ned scope. Snd that’s the most valuable person in any landscape company.

Rhe Branch Manager4s Laminated Card

Laminate it. Geep it visible.
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I OWN

  Sll Ops Manager and Sccount Manager decisions within my branch.

  Branch P9L and margin targets.

  &taf:ng structure within approved headcount and budget.

  F%uipment purchases up to $q,000.

  New client ac%uisition at 4q6K gross margin within capacity.

  Client retention, including credits up to $q00.

  Wendor commitments up to $2q,000 per year.

  Process improvements within the branch.

  Community and market presence.

I qSCALARq

  Purchases over $q,000.

  Management terminations.

  Credits over $q00.

  New clients exceeding 106 of branch revenue.

  Wendor commitments over $2q,000 annually.

  Missing margin by more than 3 points for two consecutive months.

  Legal issues.

  Cross-branch impacts.

  &trategic direction changes.

I ALWAYS

  Run the Monday K Qednesday K Driday cadence.

  &ubmit weekly branch report to owner.

  Own the branch P9L.

  Aevelop my Ops Manager and Sccount Manager.

  Build a bench that runs without me.

MY MqAS<vq
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  Branch margin.

  Revenue growth.

  Team retention.

  Client retention.

  Fscalation fre%uency to owner.

You now have four complete role-speci:c playbooksj

Chapter z+ The Crew Leader, your frontline decision-maker

Chapter 10+ The Operations Manager, your operational engine

Chapter 11+ The Sccount Manager, your revenue protector

Chapter 12+ The Branch Manager, your mini-owner

Fach playbook follows the same structurej what they own, what they escalate, how their week should How, com-
mon scenarios, growth path, and a laminated card. Together, they form a complete decision rights ecosystem 
where every ma5or role in your company knows exactly what they’re responsible for.

Next, we take everything we’ve built and look ahead. 7ow to implement the framework in the :rst z0 days. 
7ow to ad5ust when things aren’t working. 7ow to scale decision rights as your company grows. 7ow SI and 
technology :t into the picture. Snd how the decision rights framework directly increases your company’s value 
if and when you decide to sell.

The playbooks are in your hands. Now we show you how to play the long game.

LLL



Chapter 13
The 90-Day Implementation Plan
Stop Reading. Start Doing.

“The framework was only as good as the plan to install it. The 90 days were hard. But by day 91, I 
couldn’t imagine going back.” 

-Owner of an $11M landscape company

Y ou’ve read twelve chapters. You understand the problem, the framework, the criteria, the handoff, the 
cadence, and the role-speci%c playbooks. You know more about decision rights than 99W of landscape 

company owners in the country.

None of it matters until you implement it.

This chapter is your implementation roadmap. xeek by week, for 90 days. It tells you ezactly what to do, in what 
order, and what to ezpect at each stage. I’ve re%ned this plan across doqens of implementations. The seEuence 
is not arbitrary. Fach step builds on the one before it. Skip steps and you’ll create gaps that undermine the 
framework.

Lollow the seEuence and you’ll have a functioning decision rights system by day 91. Bet’s go.

Before You Start: The Pre-Work

:efore day one of implementation, you need three things in place4

Your completed decision audit. If you haven’t done the one-week audit from Chapter 5, stop and do it %rst. The 
90-day plan assumes you have real data about how decisions jow in your company. xithout it, you’re building 
on guesses.

Your customiqed matriz. Take the 1( templates from Chapter (, ad)ust the dollar thresholds, role titles, and 
criteria to %t your company, and have them ready in a format you can share “printed, laminated, or digitalH. If 
you’re not sure about some of the thresholds, start conservative. You can ezpand later.

Your own commitment. Reread the ”You 7ave to Mean It2 section from Chapter ( and the handoff scripts from 
Chapter U. :e honest with yourself about where your resistance will show up. If there are decisions you’re not 
ready to let go of yet, remove them from the matriz for now. It’s better to launch with 1( decisions you’ll actually 
honor than A( decisions where you’ll override 10 of them.

Phase 1F doun(ation Dgays 1 throu3h 0)O
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The %rst 30 days are about getting the framework out of your head and into the hands of your team. This is the 
phase where handoff conversations happen, the cadence starts, and the culture begins to shift.

Week 1F The w’ner5s Week

This is the most important week of the entire 90 days. Don’t rush the handoff conversations. Don’t 
squeeze them between other meetings. Block the time, close the door, and give each person your full 
attention.

The I-gay —mplementation Plan

7ere’s how you roll this out without overwhelming the team.

gay 1 M 2on(ay

  7andoff with Ops Manager

  xalk through their full matriz.

  Vse the four-part framework from Chapter U.

  Clarify authority. Clarify escalation. Clarify information jow.

Time required: 60 to 90 minutes.

gay 4 M Tues(ay

  7andoff with Kccount Manager“sH

  xalk through their matriz.

  Review the KRIK framework.

  De%ne credits, escalation triggers, and communication standards.

Time required: 45 to 60 minutes per Account Manager.

gay 0 M We(nes(ay

  Make It Physical

  Print and distribute laminated cards for the Ops Manager and Kccount Manager“sH.

  Con%rm they have physical copies of their matrices.

  Jisibility creates accountability.

Time required: 30 minutes.

gay v M Thurs(ay
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  Lirst Cadence Review

  Run your %rst xednesday-style ops review “on Thursday this weekH.

  Review decisions made since Monday.

  Reinforce ownership. Correct any gray areas immediately.

Time required: 30 minutes.

gay I M dri(ay

  Beadership Close-Out

  7old a brief, focused meeting with the full leadership team.

  Reinforce the framework.

  Neep it positive. Neep it forward-looking.

Time required: 15 minutes.

dize (ays. That5s it. No reor3anication. No or3 xhart re(esi3n. No sij-month xonsultin3 proCext.

?ust clarity, structure, and follow-through.

Week 4F The /asxa(e Week

xatch for the bounce back this week. Your team will still bring decisions to you that belong to them. Vse the 
Redirect Response every time. Don’t answer the Euestion. Point them to the matriz. :e patient. This is the week 
where habits start to form.

The second week is about behavior, not theory.

You’re reinforcing ownership in real time.

2on(ay

  Lirst Standup

  Run your %rst Monday standup.

  Set the week.

  Con%rm decision ownership.

Time required: 15 minutes.

Tues(ay R We(nes(ay

  Crew Beader 7andoff

  The Ops Manager leads the crew leader handoff.
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  You observe, but you do not lead.

  Crew leaders receive their matriz and laminated cards.

Time required: 45 minutes.

We(nes(ay

  Midweek Review

  Meet with your Ops Manager.

  Discuss how the crew leader handoff went.

  Review any decisions made this week.

  Correct gray areas immediately.

Time required: 30 minutes.

Thurs(ay

  Cascade to the /ezt Bayer

  Kccount Manager cascades the framework to )unior KMs or coordinators, if applicable.

Time required: 30 minutes.

dri(ay

  Close-Out Rejection

  Ksk three Euestions4

  xhat worked this week6

  xhat felt uncomfortable6

  xhat criteria need ad)usting6

Time required: 15 minutes.

This is where most owners fall apart. They announce structure. Then they stop reinforcing it. Cadence is what 
makes architecture stick.

Weeks 0 an( vF The Praxtixe Weeks

These two weeks are about repetition and reinforcement. The cadence is running. The matriz is in everyone’s 
hands. /ow the real work begins4 building the muscle memory of distributed decision-making.

xeeks three and four are about discipline.

You’re no longer ezplaining the system.
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You’re proving it works.

1. Protext the /a(enxe

  Run the Monday 8 xednesday 8 Lriday rhythm without fail.

  Consistency matters more than perfection.

  Reinforce the Right :ehavior

A. /atxh people (oin3 it ri3ht.

  xhen you see a decision made within the matriz without your involvement, acknowledge it.

  Public reinforcement builds con%dence.

3. Traxk the Ge(irext Gesponse

  7ow many times per week are you redirecting someone back to their matriz6

  That number should decrease each week.

  If it isn’t, you don’t have clarity yet.

5. /lose the Uaps

  7old end-of-week check-ins with your Ops Manager and Kccount Manager“sH.

  Ksk4 

  xhich decisions felt natural6

  xhich felt uncomfortable6

  xhere are the criteria unclear6

  Re%ne. Don’t abandon.

(. Start 2easurin3 What 2atters

  :egin collecting data for your NPI dashboard.

  You don’t need perfection.

  You need visibility.

  Start tracking4

  Fscalation freEuency

  Complaints per week

  Overtime spend
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  Revenue per labor hour

  Complaint resolution time

G. Gesist the br3e to wzerri(e

  This is the hardest part.

  You will see decisions you would have handled differently.

  If they’re within the criteria, let them stand.

  Structure only works when you allow it to.

This is the moment most owners either scale…or quietly take their authority back.

xhat you should see by Day 30' K noticeable reduction in the number of tezts and calls coming to you for routine 
decisions. Your ops manager is using phrases like ”I decided2 and ”I handled it.2 Your account manager is resolving 
complaints without your involvement. Crew leaders are making %eld-level decisions with more con%dence. The 
Monday8xednesday8Lriday cadence feels like a habit, not an imposition.

xhat you might still see4 Some hesitation from longer-tenured employees. Occasional bounceback on decisions 
that are within the matriz. K few criteria that don’t Euite %t real-world situations. Kll normal. Kll is %zable in 
Phase A.

Phase 4F /ali6ration Dgays 01 throu3h L)O

The second 30 days are about re%nement. The framework is live. Your team is using it. /ow you %ne-tune the 
criteria, address the gaps, and start measuring results.

Week IF The dirst 2onthly gexision Gezie’

This is the G0-minute monthly review from Chapter *. It’s your %rst formal opportunity to step back and assess 
how the framework is performing as a whole.

This isn’t about perfection. It’s about progress.

1. Gezie’ the gash6oar(

  Review NPI trends from the %rst 30 days.

  Book for movement, not miracles.

A. Spotli3ht Wins an( Aessons

  Identify two or three decisions that went well.

  Identify one that didn’t.

  Discuss what can be learned from each.

  /ormaliqe re%nement.
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3. E(Cust the /riteria

  :e speci%c.

  xhich decision needs ad)ustment6

  xhat is wrong with the current criteria6

  xhat should it be instead6

  Re%ne the rule. Don’t abandon the system.

5. Gezie’ 8sxalation Patterns

  Kre decisions escalating that shouldn’t6

  Kre decisions not escalating that should6

  Fscalation data tells you where ambiguity still lives.

(. Test for /larity

  Ksk each team member4

  On a scale of 1 to 10, how clear are you about what you own6

  Knything below a U reEuires attention.

  Clarity is the leading indicator of performance.

  This is where structure turns into culture.

Weeks I throu3h 9F GeQnement in 2otion

During Phase A, you’re doing three things simultaneously4

1. Ti3htenin3 xriteria. The %rst version of your matriz was a starting point. :y now you’ve seen where the 
criteria are too vague “”use good )udgment2 language that crept inH, too tight “thresholds that trigger 
unnecessary escalationsH, or missing “situations that arise regularly but weren’t in the original matrizH. 
Liz them. Vpdate the laminated cards. Make sure every revision is communicated clearly.

A. Buil(in3 the (ash6oar( ha6it. :y xeek G, your NPI dashboard should be updating weekly. Your ops 
manager owns the data entry. You review it in the xednesday ops review. If the dashboard isn’t updating 
consistently, it’s a priority to %z. K dashboard that gets updated sporadically is worse than no dashboard 
because it creates a false sense of visibility.

3. 8jpan(in3 authority ’here earne(. If your ops manager has been making eEuipment decisions con-
%dently within the $1,(00 threshold, consider raising it to $A,000. If your account manager has been 
resolving complaints effectively within the $A00 credit limit, consider bumping it to $A(0. Small ezpan-
sions, earned through consistent performance, build momentum and trust. Knnounce them publicly4 
”:ased on how well you’ve handled eEuipment decisions this month, I’m raising your approval threshold 
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to $A,000.2 That’s a powerful message.

xhat you should see by Day G0' K measurable decrease in escalation freEuency “most companies see 50 to 
(0W reduction by this pointH. Complaint resolution time dropping because account managers aren’t waiting for 
your callback. The xednesday ops review becoming genuinely productive rather than a reporting ezercise. Your 
weekly time spent on other people’s decisions dropping from AA hours toward 10 to 1A.

Phase 0F Exxeleration Dgays L1 throu3h H)O

The %nal 30 days are where the framework stops being a pro)ect and starts being the way you operate. The 
cadence is ingrained. The criteria are calibrated. Your team is making decisions with con%dence. /ow you push 
for full adoption and start harvesting the results.

Week HF 8jpan( the 2atrij

Remember4 you started with the top A0 decisions. :y now, those A0 are running smoothly. It’s time to add the 
nezt layer. Lo back to your decision inventory from Chapter 5 and identify 10 to 1( more decisions that are still 
jowing to you by default. :uild the matriz for those decisions using the same %ve-column format. 7and them 
off using the same four-part conversation.

The second round of handoffs is always easier than the %rst because your team has already ezperienced the 
framework working. They’ve seen that the matriz is real, that you honor it, and that decisions made within it are 
protected. The trust is built. The ezpansion is )ust more of the same.

Weeks 1) throu3h 14F dull —nte3ration

:y now, this should no longer feel new. It should feel normal. 7ere’s what progress looks like4

1. gash6oar( gisxipline

  Your NPI dashboard is running consistently.

  You are tracking4

  The %ve core metrics

  Kt least three additional metrics from Chapter *

  Jisibility is no longer optional.

A. Sexon( 2onthly gexision Gezie’

  Complete your second monthly decision review.

  Compare Month 1 to Month A.

  Book for trends in4

  Fscalation freEuency

  Complaint volume
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  Overtime

  Production ef%ciency

  Improvement compounds.

3. bp(ate the Aaminate( /ar(s

  Revise all role-speci%c laminated cards to reject any criteria ad)ustments made in the %rst G0 days.

  Clarity evolves. Documentation must follow.

5. Tie /ompensation to the drame’ork

  Initiate compensation conversations if they were deferred during the rollout.

  Tie rewards to demonstrated ownership within the framework.

  Kuthority without accountability creates entitlement.

  Kuthority with accountability creates leaders.

(. 2easure Your w’n Time

  Track how much time you are spending on other people’s decisions.

  Target4 under * hours per week.

  If you’re still above that, there’s ambiguity somewhere.

G. Sxhe(ule the dirst quarterly Essessment

  Schedule your %rst formal framework assessment, even if it falls slightly after Day 90.

  Structure reEuires maintenance.

Kt this point, the system should be doing something subtle but powerful.

You are no lon3er the (efault ans’er. You are the arxhitext.

gay H)F The 2easurement

On Day 90, run a one-day version of the decision audit you did before you started. Track every decision that 
comes to you for one full day. Compare it to your original audit.

If you followed the plan, here’s what you should see4

  gexisions Geaxhin3 the w’ner DPer gayO

  :efore Implementation4 A( to 50 decisions per day

  Day 90 Target4 * to 1A decisions per day
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  xhat It Means4 K G0 to U0 percent reduction in owner bottleneck.

  w’ner Vours on wther People5s gexisions DPer WeekO

  :efore Implementation4 1* to AA hours

  Day 90 Target4 G to * hours

  xhat It Means4 10 to 15 hours per week reclaimed for strategic work.

  8sxalation dreCuenxy Dwps 2ana3er to w’nerO

  :efore Implementation4 Daily, multiple times

  Day 90 Target4 A to 3 times per week

  xhat It Means4 Ops Manager operating with real authority.

  /omplaint Gesolution Time

  :efore Implementation4 A5 to 5* hours

  Day 90 Target4 5 to * hours

  xhat It Means4 Laster client recovery and higher satisfaction.

  Weekly wzertime Spen( Darianxe

  :efore Implementation4 7igh variability

  Day 90 Target4 xithin 10 percent of target

  xhat It Means4 Controlled overtime within clear criteria.

These are not vanity metrics. They are evidence that structure is working.

If these numbers are moving in the right direction, the business is no longer dependent on you for momentum.

Those numbers aren’t theoretical. They’re the averages I’ve seen across companies that followed this plan. Your 
speci%c numbers will vary, but the direction should be clear and dramatic.

The hours you reclaim are not vacation hours “though you should take some of those tooH. They’re growth hours. 
Strategy hours. /ew business hours. The time you need to work on the company instead of in it. That’s the entire 
promise of this book, and at Day 90, you should be living it.

The Implementation Calendar at a Llance

H)-gEY —2PA828NTET—wN /EA8NgEG

PRF-xORN4 Complete decision audit. Customiqe matriz and templates. Prepare laminated cards.

PVES8 1F dwbNgET—wN Dgays 1 to 0)O
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xeek 1' 7andoff conversations with ops manager and account manager“sH. Baunch cadence. 

xeek A' Cascade to crew leaders “ops manager leadsH. Lirst full week of cadence.

xeeks 3 to 5' Practice and reinforcement. Redirect bounceback. Start tracking NPIs. Catch people doing it right.

PVES8 4F /EA—BGET—wN Dgays 01 to L)O

xeek (' Lirst monthly decision review. Kssess criteria, escalation patterns, team con%dence. 

xeeks ( to *' Tighten criteria. :uild dashboard habit. Fzpand authority where earned.

PVES8 0F E//8A8GET—wN Dgays L1 to H)O

xeek 9' Fzpand matriz to nezt 10 to 1( decisions.

xeeks 10 to 1A' Lull integration. Compensation conversations. Measure results. Day 90' Repeat decision audit. 
Measure improvement. Celebrate.

PwST-H)F Transition to ongoing rhythms “monthly review, Euarterly assessment, annual reset from Chapter *H.

When to Esk for Velp

This book gives you everything you need to implement the decision rights framework on your own. Most owners 
can and do implement it themselves. :ut there are situations where bringing in outside support accelerates the 
process and improves the outcomes.

/onsi(er 3ettin3 help if:

1. You’ve tried delegation before and it failed, and you’re not sure you can avoid the same patterns without 
an outside perspective holding you accountable.

A. Your ops manager or key team members are resistant, and you need someone with credibility and 
ezperience to help facilitate the handoff conversations.

3. You’re implementing across multiple locations simultaneously, and the coordination is more than you 
can manage while running the business.

5. You want the framework customiqed and calibrated by someone who has done it doqens of times in 
companies like yours.

(. You’re building toward an ezit and need a framework thatMs investor-grade, not )ust operationally 
functional.

K fractional COO or operations consultant who specialiqes in landscape companies can compress the 90-day 
timeline, customiqe the framework more precisely, and hold both the owner and the team accountable through 
the uncomfortable early weeks. It’s not reEuired, but for some companies, it’s the difference between a frame-
work that gets built and one that sticks.
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xhether you do it yourself or bring in help, the important thing is to start. The 90-day clock begins the moment 
you sit down with your ops manager for that %rst handoff conversation. Fvery day you wait is another day of 
AU-minute problems, owner bottlenecks, and unrealiqed growth.

You’ve got the plan. You’ve got the tools. Pick a Monday and begin.

In Chapter 15, we’ll address what to do when the plan doesn’t go perfectly, because it won’t. Troubleshooting the 
framework, diagnosing resistance, and ad)usting when reality doesn’t match the playbook.

NNN



Chapter 14
When the Framework Breaks
It Will Break. That’s Normal.

“We hit a wall around week four. My ops manager stopped using the matrix and started calling me 
again on everything. I almost gave up. Turns out, the problem wasn’t the framework. It was me.” 

-Owner of a $6M landscape company

I f you’re reading this chapter because something isn’t working, it’s good. That means you implemented the 
framework, which puts you ahead of 80% of the people who buy business books. Implementation that hits 

problems is invnitely better than a perfect plan that neEer leaEes the shelf.

xEery company I’Ee worked with has hit friction points during implementation. xEery single one. The framework 
doesn’t fail because it’s Yawed. It fails because it’s being installed in a real company with real people, real habits, 
and real history. Friction is part of the process.

The question isn’t whether you’ll hit problems. It’s about diagnosing them correctly and jxing the 
right thing. Most owners, when the framework stalls, reach for the wrong jx. They tighten control 
rather than adAust the criteria. They blame people instead of examining the system. They give up on 
the whole framework because one piece isn’t working.

This chapter is your troubleshooting guide. It coEers the seEen most common failure patterns, how to diagnose 
each, and eqactly what to do about them.

Failure Pattern 1T hOe wvner wderriSe

ympot:pD 9our team stopped using the matriq. xscalation fre:uency is back to pre-implementation leEels. 9our 
ops manager or account manager has reEerted to checking with you on decisions that are clearly within their 
authority.

giasn:xixD In A0% of cases, this is caused by the owner. 9ou oEerrode a decision that was within the matriq. 
Maybe it was a big one, maybe it was small. But your team noticed, and they drew the logical conclusionD the 
matriq is adEisory, not real. The boss still wants to make the calls.

This is the most common failure pattern and the most damaging. “ single public oEerride can undo weeks of 
progress. Two oEerrides, and your team will :uietly shelf the framework and go back to asking you eEerything.
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hOe f-D “cknowledge it. ”irectly. To the person whose decision you oEerrode and to the broader team if the 
oEerride was Eisible. HI made a mistake last week. I oEerrode a decision that was within the matriq, and that wasn’t 
right. The framework only works if I honor it. I’m recommitting to that, and I need you to hold me accountable.3

Then actually stop overriding. If you jnd yourself repeatedly wanting to override decisions within 
the criteria, the problem isn’t your team. The problem is your criteria. Tighten the boundaries to a 
level you’re genuinely comfortable with. S narrow authority you honor is worth more than a broad 
authority you undermine.

wvner wderriSe yelCckOe2G

“sk yourself honestlyD

1. ?aEe I oEerridden a decision that was clearly within the matriq in the last 20 days…

U. ?aEe I eqpressed displeasure about a decision that met the criteria but wasn’t my personal preference…

2. ?aEe I asked, HWhy didn’t you check with me vrst…3 about something that was clearly within someone’s 
authority…

4. ?aEe I re-decided something after my Ops Manager or “ccount Manager already made the call…

If the answer to any of these is yes, the framework is still coming from you.

Own it. Fiq it. This is where structure either becomes cultureKor becomes theater.

Failure Pattern 3T hOe kriteria 4ao

ympot:pD 9our team is using the matriq but keeps hitting situations it doesn’t coEer. They escalate not because 
they want to, but because the criteria genuinely don’t address the situation they’re facing.

giasn:xixD The matriq isn’t complete enough for your operation. This is normal in the vrst 60 days. No framework 
coEers eEery scenario from day one. The gap isn’t a failure. It’s feedback.

hOe f-D Treat eEery HI didn’t know what to do3 escalation as a criteria-writing opportunity. When your ops 
manager calls with a situation the matriq doesn’t coEer, walk through it together, decide on the right course of 
action, and write the criteria for it immediately. “dd it to the matriq that day. Rpdate the laminated card within 
the week.

jeep a running Hgap log3 for the vrst A0 days. xEery time someone escalates because the criteria didn’t coEer 
the situation, log it. PeEiew the gap log in your monthly decision reEiew. 9ou’ll notice patternsD most gaps cluster 
in one or two categories. Close those gaps, and the escalation rate drops signivcantly.

Failure Pattern 5T hOe k:nfSen2e gef2it

ympot:pD “ specivc team member isn’t using the matriq. They know what it says. They understand the criteria. 
They still call you anyway, usually with phrasing like HI Sust wanted to make sure3 or HI know it’s my call, but.3
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giasn:xixD This person has a convdence problem, not a clarity problem. They understand the framework 
intellectually but don’t trust themselEes to use it. This is especially common among people who haEe been 
corrected in the past for making independent decisions, or among those who are newer to a leadership role.

hOe f-D More coaching, not more criteria. This person needs reps and positiEe reinforcement. xEery time they 
make a decision within the matriq, acknowledge it. When they call to HSust make sure,3 use the Pedirect Pesponse 
but add encouragementD H9ou already know the answer. Make the call. I trust your Sudgment on this.3

Consider pairing them with a more convdent peer for the vrst few weeks. If your ops manager is using the 
matriq convdently but your account manager isn’t, haEe the ops manager share how he approaches decisions. 
(eer convdence is sometimes more persuasiEe than boss convdence.

If the convdence devcit persists beyond 60 days despite coaching and support, it may be a role-vt issue. )ome 
people genuinely prefer not to make decisions. That’s not a character Yaw, but it may mean they’re in the wrong 
seat for a decision rights framework to work.

Failure Pattern AT hOe kaSen2e k:llaoxe

ympot:pD The Monday standup started getting skipped. Then the Wednesday ops reEiew became biweekly. 
Then the Friday close-out disappeared entirely. The framework is technically still in place, but the rhythm that 
keeps it aliEe is gone.

giasn:xixD The cadence lost priority. This usually happens because of a busy season crunch, a stafvng crisis, or 
simply because the urgency of day-to-day operations pushed the meetings off the calendar. WhateEer the cause, 
the effect is the sameD without the cadence, the framework drifts.

hOe f-D Pestart the cadence immediately. ”on’t wait for a Hgood week.3 There will neEer be a good week. The 
whole point of the cadence is that it runs regardless of what else is happening. It’s 60 minutes per week across 
all three meetings. If you can’t protect 60 minutes a week, the problem isn’t the cadence. It’s the priorities.

When you restart, acknowledge the gapD HWe let the cadence slip. That’s on me. We’re restarting today, and it’s 
non-negotiable going forward.3 Then protect it. (ut it on the calendar as a recurring appointment. Treat it with 
the same priority as a meeting with your biggest client. Because in a real sense, it isD the cadence is your meeting 
with the future of your company.

Failure Pattern 6T hOe yele2tide WS:oter

ympot:pD The framework works well for some decisions but is being ignored for others. 9our ops manager uses 
the matriq for e:uipment and scheduling decisions but still calls you on eEery stafvng and Eendor decision. 9our 
account manager handles small complaints within the matriq but escalates eEerything inEolEing money, eEen 
when it’s clearly within her authority.

giasn:xixD )electiEe adoption usually means the person is comfortable with some categories and uncomfortable 
with others. The categories they’re aEoiding are typically the ones with higher perceiEed riskD decisions inEolEing 
money, people, or client relationships where a mistake feels more conse:uential.
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hOe f-D “ddress the specivc categories that aren’t being adopted. ?aEe a focused conEersationD HI’Ee noticed 
you’re using the matriq well for e:uipment and scheduling decisions. That’s great. But stafvng decisions are still 
coming to me. What’s holding you back on those…3

The answer will usually point to one of two thingsD the criteria for those categories need more specivcity ;they’re 
too Eague for the person to feel safez, or the person needs a few superEised reps before they’re ready to Yy 
solo. Both are vqable. Tighten the criteria for the uncomfortable categories and walk through two or three real 
decisions together before asking them to handle the neqt one independently.

Failure Pattern 7T hOe Ir:ns Perx:n

ympot:pD 9ou’Ee done eEerything right. The criteria are clear. The handoff was solid. The cadence is running. 
“nd one specivc person simply isn’t performing. They make decisions that consistently miss the criteria. They 
don’t escalate when they should. They escalate when they shouldn’t. The framework works for eEeryone else 
but not for this person.

giasn:xixD 9ou might haEe a people problem, not a framework problem. The decision rights framework assumes 
that the people in your key roles haEe the baseline competence and Sudgment to make good decisions within 
devned criteria. If someone consistently can’t do that, the framework isn’t the issue.

The f-D Before concluding it’s a people problem, run the diagnostic conEersation from Chapter 8 one more time. 
Make sure the criteria are genuinely clear, the person has had ade:uate coaching, and there’s no enEironmental 
factor blocking them. If you’Ee done all that and the performance gap persists, you’re facing a role-vt decision.

This is uncomfortable, but it’s importantD a person who can’t or won’t make decisions within a clear framework 
is actiEely blocking the system for eEeryone around them.

Their hesitation creates bottlenecks. Their poor decisions create rework. Their inability to adopt the framework 
sends a signal to the rest of the team that the framework is optional.

The conEersation isn’t Hyou’re bad at your Sob.3 It’s Hthis role re:uires independent decision-making within 
devned criteria. That’s the eqpectation going forward. If that’s not a vt for you, let’s talk about what is.3 )ometimes 
the answer is a role change within the company. )ometimes it’s a parting of ways. But ignoring it will cost you 
the framework.

Failure Pattern ?T hOe yeax:n kruxO

ympot:pD The framework was working well during the shoulder season when the pace was manageable. Then 
peak season hit, and eEerything reEerted. ”ecisions are Yying, the cadence collapsed under the weight of daily 
emergencies, and you’re back in the middle of eEerything.

giasn:xixD The framework wasn’t stress-tested before peak season arriEed. The criteria may haEe been cali-
brated for normal operations but not for the intensity of peak season when Eolume doubles, call-outs increase, 
e:uipment runs harder, and client eqpectations are highest.

hOe f-D “ccept that some regression during peak season is normal. The goal isn’t perfection under stress. It’s 
resilience under stress. Then make targeted adSustments for the seasonD
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xqpand oEertime authority slightly during peak ;crew leaders approEe up to 2 hours instead of UJ ops manager 
approEes )aturday work without escalationz.

)implify the cadence temporarily. If the Wednesday ops reEiew can’t happen during the busiest weeks, condense 
it to a 10-minute phone call. ”on’t skip it entirely.

(re-authoriGe common peak-season decisions. If you know e:uipment rentals spike in Quly, giEe your ops 
manager blanket rental authority for the month with a weekly spend cap instead of per-incident approEal.

“dd a peak-season addendum to the matriq with adSusted thresholds and streamlined escalation for the specivc 
conditions you face during your busiest months.

“fter peak season, debrief. What held up… What broke… “dSust the framework for neqt year. Companies that 
surEiEe two peak seasons with the framework in place haEe a system that’s genuinely durable.

hOe giasn:xti2 Fl:v2Oart

When something isn’t working, use this se:uence to vnd the root cause before you start vqingD

”I“VNO)TIC )x7RxNCx ;work through in orderz

yteo 1T ,x tOe :vner :derriSins Se2ixi:nx vitOin tOe patri-b

→ If yesD )top. Fiq this vrst. Nothing else works until the owner honors the framework.

yteo 3T g: tOe 2riteria 2:der tOe xituati:nb

→ If noD Write the missing criteria. “dd to the matriq. Rpdate laminated cards.

yteo 5T g:ex tOe oerx:n unSerxtanS tOe 2riteriab

→ If noD Petrain. Walk through eqamples. 5erify comprehension.

yteo AT g:ex tOe oerx:n Oade tOe 2:nfSen2e t: a2tb

→ If noD Coach. (roEide superEised reps. (air with a convdent peer. “cknowledge wins.

yteo 6T ,x tOe 2aSen2e runnins 2:nxixtentlmb

→ If noD Pestart it. Today. Non-negotiable.

yteo 7T ,x tOe ixxue xoe2if2 t: 2ertain Se2ixi:n 2ates:riexb

→ If yesD Tighten criteria for those categories. (roEide focused coaching on the uncomfortable areas.

yteo ?T ,x tOe ixxue xoe2if2 t: :ne oerx:nR Sexoite all :C tOe a0:de 0eins in ola2eb

→ If yesD Pole-vt conEersation. Compassionate but direct.

Most issues resolEe at )teps 1 through 4. If you’re Sumping to )tep * without eqhausting the vrst siq, you’re likely 
misdiagnosing the problem.
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hOe 1e2:derm k:nderxati:n

If the framework has stalled and you need to restart, don’t pretend nothing happened. “cknowledge the stall, 
take ownership of what went wrong, and recommit. ?ere’s a scriptD

y2riotD hOe 1extart

“I want to address something directly. The decision rights framework we launched a few weeks ago 
hasn’t worked the way it should have. [ome of that is on me B]e specijcH. I overrode decisions. I let 
the cadence slip. I didn’t give you enough support. [ome of it is growing pains that we need to work 
through together. :ere’s what I’m committed to doing differentlyL B,ist specijc actionsH. :ere’s what 
I need from youL B,ist specijc actionsH. The framework is the right approach. We’re not abandoning 
it. We’re recalibrating it. ,et’s talk about what needs to change so this works for all of us.”

The restart conEersation follows the same four-part structure as the original handoffD why, what, safety net, 
and ask. The difference is that now you haEe a real shared eqperience to draw from. Rse it. Peference specivc 
decisions, specivc situations, specivc moments where the framework worked and where it didn’t. )pecivcs build 
credibility.

Veneralities sound like another speech.

Most companies that stall and restart end up with a stronger framework than companies that had a smooth vrst 
A0 days. The friction forced them to eqamine the framework more carefully, address issues they might haEe 
glossed oEer, and build deeper buy-in from the team. Pestart isn’t a failure. It’s a second draft. “nd second drafts 
are almost always better than the vrst ones.

In Chapter 1L, we’ll look at what happens after the framework is stableD how to scale decision rights as your 
company grows from $6M to $10M to $1LM and beyond, including how to adapt the matriq for new serEice lines, 
new locations, and larger teams.

MMM



Chapter 15
Scaling Decision Rights
The Framework Grows With You

“The framework that got us from $6M to $10M wasn’t the same framework that got us from $10M 
to $16M. The principles stayed. The thresholds, the roles, and the structure all evolved.” 

-Owner of a $16M landscape company

E verything you’ve built so far was calibrated for a speci.c stage of your company, The 15 templates8 the 
dollar thresholds8 the escalation triggers8 and the role-speci.c playbooks were all designed for a landscape 

company in the $6M to $xM range with one location8 one ops manager8 one or two account managers8 and siB 
to ten crews,

That’s a great starting point, Aut your company isn’t going to stay there, It least8 it shouldn’t, jf the decision 
rights framework is working8 it’s removing the bottleneck that was preventing growth, Which means growth is 
coming, Ind when it does8 the framework needs to grow with it,

This chapter covers how decision rights evolve at each maPor revenue stage8 what changes when you add 
locations or service lines8 and how to avoid recreating the owner bottleneck at scale,

Decision Rights by Revenue Stage

The core principles don’t change as you grow, Closest Capable zerson, Clear criteria, ObPective escalation 
triggers, jnformation :ow instead of approval :ow, These hold at every siHe,

What changes is the structure( who the decision-makers are8 what thresholds apply8 and how information :ows 
between layers, )ere’s how the framework evolves at each maPor stage(

$3M to $6M: The Foundation Stage

This is where most readers of this book are starting, The org structure is :at( owner8 maybe an ops manager —or a 
working foreman acting as oneL8 maybe an account manager —or the owner handling sales and client relationships 
personallyL8 and crew leaders who are really Pust senior crew members,

It this stage8 the framework’s primary Pob is to get the owner out of daily operational decisions, The matriB is 
simple( two to three decision-makers —owner8 ops manager8 crew leadersL with relatively tight thresholds, The 
owner is still involved in most .nancial decisions above a low threshold and all client-facing decisions above 
routine,
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$3M to $6M Framework Characteristics

It this stage8 the structure is simpler 3 but still intentional,

Decision Layers

  Two to three layers(

  Owner

  Ops Manager or Foreman

  Crew 0eaders

Keep it lean. Complexity kills clarity at this size.

Equipment Threshold

  Crew 0eader( up to $2++

  Ops Manager( up to $18+++

  Owner( above $18+++

Keep capital tight. Protect cash woS.

Client Credit Authority

  Ops Manager or Iccount Manager( up to $1++

  Owner( above $1++

dpee, mattersb uvt control matters more at this leYel.

Hiring Authority

  Owner approves all hires,

fov cannot ,elegate Shat yov cannot yet aWWor, to get Srong.

Overtime Authority

  Crew 0eader( up to 1 hour

  Ops Manager( up to 4 hours

  Owner( above 4 hours

Clear caps preYent margin erosion.

Cadence

  Monday standup
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  Friday close-out

dkip the ’e,nes,ay reYieS iW yov ,onOt haYe a ,e,icate, Mps —anager yet.

Owner Time on Others’ Decisions

  Target( 1+ to 14 hours per week —Down from 4+/L

fovOre not ovt oW operations yet A uvt yovOre tren,ing vpSar,.

It this siHe8 the goal isn’t sophistication, jt’s control without suffocation,

$6M to $10M: The Professionalization Stage

This is where the book’s core templates are calibrated, The org structure professionaliHes( a dedicated ops 
manager8 a dedicated account manager —or twoL8 crew leaders who genuinely lead —not Pust drive the truckL8 and 
possibly a :eet manager or of.ce manager with de.ned responsibilities,

It this stage8 the framework’s primary Pob is to build a management layer that operates independently on daily 
and weekly decisions, The owner transitions from operational decision-maker to strategic decision-maker and 
framework coach,

$6M to $10M Framework Characteristics

It this stage8 the structure deepens, Iuthority eBpands, Your role begins to shift upward,

Decision Layers

  Three to four layers(

  Owner

  Ops Manager

  Iccount Manager—sL

  Crew 0eaders

Ivthority is no longer centralize,. GtOs ,istriuvte,.

Equipment Threshold

  Crew 0eader( up to $5++

  Ops Manager( up to $185++

  Owner( above $185++

dpee, increases. Rvar,rails stay intact.

Client Credit Authority



PAUL LUKERT124

  Iccount Manager( up to $4++

  Owner( above $4++

Lesolvtion uecomes Waster an, more proWessional.

Hiring Authority

  Ops Manager owns seasonal and crew hires,

  The owner approves management hires,

-ea,ership ,epth uecomes the Wocvs.

Overtime Authority

  Crew 0eader( up to 4 hours

  Ops Manager( up to & hours

  The owner approves Saturday or eBtended overtime,

Pro,vction ,iscipline improYes Sithovt micromanagement.

Cadence

  Full Monday V Wednesday V Friday cadence,

Lhythm uecomes nonBnegotiaule.

Owner Time on Others’ Decisions

  Target( 6 to x hours per week,

fov are no longer the operations engine. fov are uecoming the architect.

$10M to $15M: The Leverage Stage

This is where the branch manager role emerges or where the ops manager role splits into two —one for main-
tenance8 one for constructionVenhancementsL, The account management function may be split into retention 
and growth roles, The owner is no longer involved in daily operations at all and is focused on strategy8 key 
relationships8 and business development,

It this stage8 the framework’s primary Pob is to enable a management team to run the operation without the 
owner’s daily involvement, The matriB becomes a multi-layer system where decisions cascade through three or 
four levels before reaching the owner,

$10M to $15M Framework Characteristics

It this level8 leadership becomes layered,

You are no longer running a company, You are running leaders who run the company,
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Decision Layers

  Four to .ve layers(

  Owner

  Aranch Manager or General Manager

  Ops Manager—sL

  Iccount Manager—sL

  Crew 0eaders

Ivthority noS woSs throvgh managementb not arovn, it.

Equipment Threshold

  Crew 0eader( up to $5++

  Ops Manager( up to $485++

  Aranch Manager( up to $58+++

  Owner( above $58+++

Capital ,ecisions match operational matvrity.

Client Credit Authority

  Iccount Manager( up to $2++

  Aranch Manager( up to $5++

  Owner( above $5++

Client recoYery is Wast an, controlle,.

Hiring Authority

  Ops Manager owns all crew hires,

  The Aranch Manager approves ops-level hires,

  The owner approves branch management hires,

fov noS manage lea,ership capacityb not lauor.

Overtime Authority

  Crew 0eader( up to 4 hours

  Ops Manager( up to & hours
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  The Aranch Manager approves Saturday or eBtended overtime,

—argin ,iscipline is emue,,e, at mvltiple leYels.

Cadence

  Aranch runs its own internal cadence,

  Owner receives(

  Weekly branch report

  Monthly zQ0 review

fov are no longer in ,aily operations.

Owner Time on Others’ Decisions

  Target( 2 to 5 hours per week,

fov are operating strategically. GW yov are still Del,ing ,aily ,ecision traWDc at this leYelb the strvctvre isnOt complete.

$15M to $20M and Beyond: The Enterprise Stage

It this stage8 the company may have multiple branches8 multiple service divisions8 and a corporate support 
structure —)R8 .nance8 marketingL, The owner’s role has fully shifted to CEO( vision8 strategy8 capital allocation8 
key relationships8 and talent development at the senior level,

The decision rights framework at this stage is a governance system8 not Pust an operational tool, Decisions are 
distributed across a management team8 each member with clearly de.ned authority8 thresholds8 and account-
ability, The owner’s involvement in operational decisions is essentially Hero, Their involvement is strategic and 
.nancial,

$15M to $20M+ Framework Characteristics

It this level8 you are no longer operating a company, You are stewarding an organiHation,

Structure is institutional, Iuthority is layered, Iccountability is .nancial,

Decision Layers

  Five or more layers(

  CEO or Owner

  qz of Operations or COO

  Aranch Managers

  Ops Managers

  Iccount Managers
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  Crew 0eaders

-ea,ership rvns throvgh leYelsb not arovn, them.

Equipment Threshold

  Aranch Managers( up to $1+8+++

  qz or COO( up to $458+++

  CEO( above $458+++

Capital allocation is strategicb not reactiYe.

Client Credit Authority

  Aranch Managers( up to $18+++

  CEO( above $18+++

Client recoYery avthority sits Shere operational accovntauility liYes.

Hiring Authority

  Aranch Managers own all hires within their branch,

  CEO approves direct reports only,

fov hire lea,ers Sho hire lea,ers.

Overtime Authority

  Fully delegated to the branch level within budget accountability,

.v,get replaces permission.

Cadence

  Aranch-level cadences run independently,

  CEO maintains(

  Monthly branch reviews

  “uarterly strategic reviews

/aily ,ecision woS ,oes not reach the top.

Owner Time on Others’ Decisions

  Target( under 4 hours per week,

GW yov are still Del,ing ,aily operational ,ecisions at this stageb the architectvre is uroken.
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This tier now completes the progression( 

Control → Delegation → Distributed Authority → Institutional Structure

Scaling Trigger: When to Adjust the Thresholds

You don’t adPust thresholds on a calendar schedule, You adPust them based on signals, )ere are the triggers that 
tell you it’s time to eBpand authority at the neBt level(

Signal 14 Escalation fre”uency is too high, jf your ops manager is escalating more than three to .ve decisions 
per week that fall Pust above the current threshold8 the threshold is too tight for your current siHe, Raise it, jf 
most escalations cluster around a speci.c dollar amount —everything between $185++ and $485++ is coming to 
youL8 that’s the eBact range you need to release,

Signal 24 Decision speed is suffering, jf good decisions are being delayed because they re”uire a level of approval 
that adds 4& to &x hours8 the approval re”uirement is costing you more than the risk of delegating it, E”uipment 
sitting idle for a day while waiting for approval costs more than the occasional imperfect repair decision,

Signal 34 Your capable people are frustrated, When a competent ops manager or branch manager starts 
eBpressing frustration about the thresholds —%j know what the right call is8 but j have to wait for approval?L8 that 
frustration is a signal that the framework hasn’t kept up with the person’s development, EBpand their authority 
before you lose them,

Signal x4 Revenue has grown 45N or more since the last threshold review, Is revenue grows8 the relative 
signi.cance of dollar amounts changes, I $185++ repair decision at $6M is a bigger deal proportionally than at 
$1+M, Scale the thresholds with the revenue so the framework maintains the same functional relationship to the 
business,

Signal 54 You’ve added a management layer, When you hire a branch manager or split the ops role8 the decision 
matriB needs a new column, The new role needs to be de.ned with authority8 and the eBisting roles need to 
know how their authority interacts with the new one,

Adding a Second Location

Opening a second location is the moment that tests your decision rights framework more than any other, jf 
the framework is solid8 the second location launches with a functioning operating system on day one, jf the 
framework is weak or eBists only in the owner’s head8 the second location creates double the chaos and half the 
control,

Here’s the sequence for e.tending decision rights to a new location:

Step 14 Clone the matriB, Start with your eBisting matriB as the template for the new location, Same .ve columns8 
same criteria structure8 same escalation logic, IdPust thresholds only if the new location operates at a different 
scale or in a different market,

Step 24 Ippoint the branch manager .rst, Aefore you open the new location8 the person who will run it needs 
to be identi.ed8 trained on the framework8 and given time —ideally 2+ to 6+ daysL to operate within the eBisting 
location’s matriB, They need to learn the system before they carry it somewhere new,
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Step 34 Run parallel cadences, Each location runs its own MondayVWednesdayVFriday cadence independently, 
The owner doesn’t attend both, Each branch manager leads their own cadence, The owner gets a weekly branch 
report from each location and holds monthly zQ0 reviews with each branch manager,

Step x4 De.ne cross-branch decisions, Some decisions will span both locations( shared e”uipment8 shared 
clients8 staf.ng transfers between branches8 company-wide vendor relationships8 uni.ed pricing strategy, These 
need eBplicit decision rules, Who decides when Aranch I wants to borrow a crew from Aranch A* Who decides 
when a client has properties in both territories* Auild a short cross-branch decision matriB that both branch 
managers reference,

Step 54 Resist the urge to centraliHe, The most common mistake owners make when opening a second location 
is re-centraliHing decisions because they’re nervous about losing control, jf you reinsert yourself as the decision 
hub between two locations8 you’ve created a worse bottleneck than you had with one, Trust the framework, 0et 
the branch managers run, )old them accountable for results through the cadence and the zQ0,

Adding Service Lines

Many landscape companies eBpand from pure maintenance into construction8 irrigation8 holiday lighting8 arbor 
care8 pest control8 or other specialiHed services, Each new service line introduces decisions that don’t eBist in 
the maintenance matriB,

The approach is straightforward( build a service-line-speci.c decision matriB that follows the same .ve-column 
format but addresses the uni”ue decisions of that service, Construction decisions —change order authority8 
material procurement8 sub managementL are different from maintenance decisions, jrrigation decisions —system 
design approval8 emergency repair authorityL are different from both,

The key principle when adding service lines(

Service Line Decision Rights Principles

Is your company grows8 service lines add compleBity, Structure must eBpand with them,

1I Every Service Line Has -ts Own Matri.

  Each service line must have its own decision matriB,

  Criteria should be speci.c to that service,

  Enhancements8 irrigation8 maintenance8 and design-build do not operate under identical risk pro.les, 
Your authority structure should re:ect that reality,

2I CrossNService Decisions Must Be E.plicit

  Shared clients,

  Shared e”uipment,

  Shared labor,

  These decisions follow the same logic as cross-branch decisions,
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  De.ne clearly who owns the call, Imbiguity between departments creates friction faster than almost 
anything else,

3I One Final Arbiter

  The Aranch Manager 3 or the Owner in a single-location company 3 resolves con:icts between service 
lines,

  There must be one clear tie-breaker,

  Shared authority without de.ned resolution e”uals politics,

xI :ew Service Lines Start Tight

  Jew service lines begin with tighter thresholds,

  Iuthority eBpands as the team demonstrates competence,

  Do not eBtend broad authority to an unproven division simply because it eBists elsewhere in the 
company,

  Trust should follow performance,

5I -ntegrate the Cadence

  I new service line integrates into the eBisting branch cadence,

  Do not create a separate meeting rhythm unless the division grows large enough to Pustify independent 
operations,

  More meetings do not e”ual more structure, Ilignment does,

The Owner’s Evolving Role

As the decision rights scale, the owner’s role fundamentally changes. This is not just an operational 
shift. It’s an identity shift. The person who built the company by making every decision has to become 
the person who builds the system that makes decisions without them.

Here’s what the owner’s role looks like at each stage:

jf you’re a $1+M company and you’re still spending 5+N of your time on operations8 the decision rights framework 
hasn’t scaled with the business, Either the thresholds haven’t eBpanded8 the management team hasn’t developed8 
or you’re unconsciously holding on to operational involvement because it’s where you feel most competent and 
most needed,

That last one is the hardest to admit and the most common at the $1+M to $15M stage, The owner knows8 
intellectually8 that they should be focused on strategy, Aut the strategy feels abstract8 and the results are slow, 
Operations feel tangible8 and the feedback is immediate, The temptation to stay involved in operations isn’t 
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about the company needing you there, jt’s about you needing to be there, Ind recogniHing that distinction is 
the .nal step in the Pourney this book is designed to take you on,

The decision rights framework gives you the mechanism to let go, The scaling roadmap in this chapter gives you 
the progression, Aut the willingness to actually let go* That’s yours to .nd, Ind j can tell you from 2+ years of 
eBperience working with landscape companies( the owners who .nd it build the companies that last,

jn Chapter 168 we’ll look at how technology and Ij are changing the decision landscape in 4+468 and how the 
decision rights framework positions your company to adopt new tools from a place of clarity rather than chaos,

KKK



Chapter 16
AI and Technology Readiness
Technology is an Ampli,eru not a sol-tion

“Every software vendor told us AI would transform our operation. None of them told us we needed 
to decne our debisions kefore the software bould help us ma”e them.H 

Owfner o$ an 8ML landscape companyu a$ter a $ailed so$tfare implementation

’ et:s get something o-t o$ the fay earlyb this chapter is not going to tell yo- fhich so$tfare to .-yv 
Technology in the landscape ind-stry is ekolking so $ast that any speci,c prod-ct recommendation fo-ld 

.e o-tdated .e$ore this .ooW hits the shel$v 3hat I:m going to do instead is gike yo- a $rameforW $or thinWing 
a.o-t technology and AI that fill serke yo- regardless o$ fhich tools come and gov

’ere:s the bore prinbipleg tebhnolo,y amplices the system you already have. If your debision ri,hts 
are blearx tebhnolo,y ma”es them fasterx more bonsistentx and more sbalakle. If your debision ri,hts 
are muddyx tebhnolo,y ma”es the mess faster and more eSpensive.

Remem.er Chapter ?“ ”3e need .etter so$tfarex fas one o$ the ,ke traditional sol-tions that $ailv The reason 
it $ails is that so$tfare a-tomates yo-r eBisting systemv I$ yo-r eBisting system is ”ekery decision $-nnels to the 
ofnerux the so$tfare fill help yo- $-nnel decisions to the ofner more e$,cientlyv That:s not the improkement 
yo- needv

Y-t i$ yo-:ke .-ilt the decision rights $rameforW $rom this .ooWu yo- hake something most landscape companies 
don:tb a clearly de,ned decision architect-rev 2o- Wnof fho decides fhatu -nder fhat criteriau fith fhat 
escalation triggersv That architect-re is eBactly fhat technology needs to s-pport e$$ectikelyv And it:s eBactly 
fhat AI needs to a-gment intelligentlyv

Where AI Is Already Showing Up in Landscape Operations

As o$ 0S06u AI is to-ching landscape operations in sekeral areasv zome o$ these are mat-re and prokenv zome 
are emerging and eBperimentalv All o$ them forW .etter fhen decision rights are de,nedv

Routing and Scheduling Optimization

AIOpofered ro-ting tools can analyje historical datau cref capacityu feather $orecastsu tra$,c patternsu and 
client priority tiers to s-ggest optimijed daily ro-tesv These tools are most e$$ectike fhen they Wnof the 
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decision r-lesb fhich clients get priorityu the constraints on cref assignmentsu and the tolerance $or dekiation 
$rom the standard ro-tev

I$ yo-:ke .-ilt the sched-ling section o$ yo-r decision rights matriBu yo-:ke already doc-mented those r-lesv The 
AI doesn:t replace yo-r ops manager:s q-dgmentv It gikes yo-r ops manager a .etter starting point and $rees them 
to $oc-s on the eBceptions and the q-dgment calls that the algorithm can:t handlev

Predictive Equipment Maintenance

Telematics and IoT sensors on e5-ipment can tracW r-ntimeu $-el cons-mptionu ki.ration patternsu and mainteO
nance interkalsv AI systems analyje this data to predict fhen a piece o$ e5-ipment is liWely to $ailu allofing yo- 
to sched-le maintenance .e$ore a .reaWdofn happens in the ,eldv

This connects directly to yo-r e5-ipment decision matriBv 3hen the AI 4ags a mofer $or prekentike mainteO
nanceu yo-r ops manager already Wnofs the criteriab repair i$ the cost is -nder 81u%SS and the replacement kal-e 
is -nder ESGv The AI prokides the datav The decision rights $rameforW prokides the decision r-lesv Togetheru 
they eliminate the reactike .reaWdofn cycle that Wills prod-ctikityv

Client Communication Automation

AI tools can a-tomate ro-tine client comm-nicationsu incl-ding serkice con,rmationsu featherOdelay noti,O
cationsu postOserkice 5-ality reportsu and renefal remindersv The .est o$ these tools can dra$t personalijed 
messages .ased on the client:s history and pre$erencesv

2o-r acco-nt manager:s decision rights matriB already de,nes fhen to comm-nicate proactikelyu fhat triggers 
a client noti,cationu and the appropriate tone and contentv AI handles ro-tine comm-nicationsv 2o-r acco-nt 
manager handles the relationshipsu the complaintsu and the q-dgment callsv Clear decision rights tell the AI fhat 
to a-tomate and fhat to leake $or a h-manv

Estimating and Pricing Assistance

AI tools can analyje property sijeu serkice historyu material costsu la.or ratesu and competitike data to generate 
pricing estimates $aster and more consistently than man-al processesv zome tools can eken analyje satellite 
imagery to estimate property meas-rements and serkice re5-irementsv

This is one area fhere the decision rights $rameforW is especially kal-a.lev 2o-r pricing matriB de,nes the 
minim-m marginsu the rate cardu and the escalation triggers $or nonOstandard pricingv AI can generate the 
estimatev The decision rights $rameforW determines fho approkes it and -nder fhat conditionsv The acco-nt 
manager approkes standard estimates fithin the rate cardv The ofner approkes nonOstandard pricing or 
competitike .id responsesv Clear lanes $or clear decisionsv

Quality Monitoring

Pmerging tools -se drone imageryu HDzOtagged cref photosu and comp-ter kision to assess property 5-ality 
a$ter serkicev These systems can compare c-rrent conditions to historical .aselines and 4ag properties fhere 
5-ality may hake declinedv
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This directly s-pports the 5-ality decision matriBv 3hen an AI system 4ags a propertyu the cref leader or ops 
manager already Wnofs the criteria $or reforW decisionsv The technology prokides the datav The matriB prokides 
the decision pathv The com.ination is more consistent than either one alonev

The Decision Rights Framework as Your AI Readiness Layer

—ere:s something that most technology kendors fon:t tell yo- .-t that I:ke seen proken repeatedlyb the single 
.iggest predictor o$ fhether a landscape company s-cceeds fith nef technology is not the 5-ality o$ the 
so$tfarev It:s the clarity o$ the company:s decisionOmaWing str-ct-rev

Companies fith clear decision rights adopt technology $asteru get .etter res-ltsu and akoid the most common 
implementation $ail-resv —ere:s fhyb

Technology Without Decision Rights vs. Technology With Decision Rights

Technology does not xb kottlenec.sS rtu�ct�ue doesS

—ere:s the di$$erencev

  Software Con’guration

  3itho-t Necision Rights

  zo$tfare is con,g-red aro-nd the ofner as the central decisionOmaWerv Pkerything still $-nnels 
to one person K q-st digitallyv

  3ith Necision Rights

  zo$tfare is con,g-red to s-pport distri.-ted decisionsv Cref leadersu wps Lanagersu and Acco-nt 
Lanagers hake system access aligned fith their a-thorityv

  AI and Recommendations

  3itho-t Necision Rights

  AI recommendations go to the ofneru fho .ecomes the .ottlenecW $or approking themv

  3ith Necision Rights

  AI recommendations go to the appropriate decisionOmaWer .ased on the matriBv

  Ro-ting s-ggestions go to the wps Lanagerv

  Dricing s-ggestions go to the Acco-nt Lanagerv

  A-thority drikes technology K not the other fay aro-ndv

  Data Tracking

  3itho-t Necision Rights

  Uo.ody Wnofs fhat data to tracW .eca-se no.ody has de,ned fhich decisions re5-ire datav
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  3ith Necision Rights

  The QDI dash.oard de,nes eBactly fhat data mattersv

  Technology is con,g-red to prokide that datav

  Clarity determines metricsv

  Training

  3itho-t Necision Rights

  Training is genericv Pkeryone learns the so$tfarev

  Uo.ody learns hof to -se it $or their speci,c decisionsv

  3ith Necision Rights

  Training is roleOspeci,cv

  Pach person learns the $eat-res that s-pport their a-thorityv

  The Cref ’eader learns the 5-ality photo toolv

  The wps Lanager learns the sched-ling optimijerv

  Training rein$orces str-ct-rev

  TechnologyHs Role

  3itho-t Necision Rights

  Technology .ecomes another system to manage instead o$ a tool that red-ces management 
.-rdenv

  3ith Necision Rights

  Technology a-tomates ro-tine decisions and data collectionu $reeing people to $oc-s on q-dgment 
callsv

  Technology ampli,es clarityv It does not create itv

The decision rights $rameforW yo-:ke .-ilt isu essentiallyu an AI implementation g-idev Pkery decision in yo-r 
matriB that has clear criteriau o.qectike thresholdsu and de,ned escalation triggers is a decision that technology 
can s-pport or partially a-tomatev The clearer the criteriau the more e$$ectikely technology can helpv

What AI Can Decide vs What 1umans Must Decide

Uot ekery decision in yo-r matriB sho-ld .e to-ched .y AIv (nderstanding fhich decisions .ene,t $rom 
technology and fhich ones re5-ire h-man q-dgment is critical $or smart adoptionv

The AI Decision Spectrum
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AI is not a replacement $or leadershipv It is a toolu and tools m-st .e placed inside a str-ct-rev

—ere:s hof to thinW a.o-t itv

  Automate

  AI handlesv —-mans monitorv

  These are ro-tineu r-lesO.ased decisionsv

  Ro-tine sched-ling and ro-te optimijation

  3eatherOtriggered client noti,cations

  Drekentike maintenance sched-ling .ased on e5-ipment data

  ztandard inkoice generation and payment reminders

  DostOserkice con,rmation messages

  I$ the criteria are clearu AI can eBec-te consistentlyv

  Assist

  AI prokides data or recommendationsv —-mans decidev These are q-dgment calls s-pported .y 
analysisv

  Dricing estimates and margin analysis

  )-ality 4agging $rom photo or drone data

  Cref per$ormance trend analysis

  Client retention risW scoring

  P5-ipment repair kers-s replacement analysis

  AI in$ormsv ’eaders decidev

  1uman Only

  AI has no rolev These decisions re5-ire conteBtu n-anceu and kal-esv

  —iring and termination decisions

  Client relationship recokery conkersations /the ARIA $rameforW7

  za$ety q-dgment calls

  Cref con4ict resol-tion

  C-lt-ral and kal-esO.ased decisions
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  ztrategic direction and grofth planning

Wtrubture determines where AI kelon,s. Bithout debision ri,htsx AI breates bonfusion. Bith debision 
ri,htsx AI breates levera,e.

Uotice the patternb the more a decision inkolkes relationshipsu q-dgmentu sa$etyu or kal-esu the more it .elongs 
to h-mansv The more a decision inkolkes datau patternsu repetitionu or calc-lationu the more it .ene,ts $rom AI 
assistancev 2o-r decision rights matriB already categorijes decisions this fayv The AI decision spectr-m is q-st 
another lens on the same $rameforWv

Technology Adoption Sequence

I$ yo-:re thinWing a.o-t inkesting in technology /and yo- sho-ld .eu .eca-se the companies that don:t fill $all 
.ehind7u here:s the se5-ence I recommendv It:s .-ilt on the ass-mption that yo- hake a $-nctioning decision 
rights $rameforW in placev

Phase Gb 2et the 3asics right. Ye$ore yo- inkest in AIu maWe s-re yo-r $-ndamental technology stacW is solidv 2o- 
need a $-nctioning CRL $or client managementu a sched-ling'ro-ting plat$ormu a timeOtracWing systemu and 
a .asic ,nancial reporting toolv I$ any o$ these are missing or .roWenu ,B them ,rstv AI tools .-ilt on .ad data 
prod-ce .ad recommendationsv

Phase 4b Automate the routine. (se technology to a-tomate the decisions that yo-r matriB classi,es as ro-tine 
and criteriaO.asedv A-tomated sched-ling s-ggestionsv

A-tomated client noti,cationsv A-tomated e5-ipment maintenance alertsv These are the decisions fith clearu 
repeata.le criteria that don:t re5-ire q-dgmentv A-tomate them and gike yo-r people more time $or the decisions 
that do re5-ire q-dgmentv

Phase xb Add intelligence. wnce the ro-tine is a-tomatedu add AI tools that prokide insights and recommenO
dationsv Dricing optimijationv Client retention risW scoringv Cref prod-ctikity analysisv P5-ipment li$ecycle 
$orecastingv These tools don:t maWe decisionsv They in$orm decisionsv 2o-r ops manager still decidesv The AI 
gikes them .etter data to .ase their decisions onv

Phase ?b Integrate. As yo-r technology stacW mat-resu integrate the tools so that data 4ofs seamlessly .etfeen 
systemsv The sched-ling plat$orm talWs to the CRLu fhich talWs to the ,nancial systemu fhich $eeds the QDI 
dash.oardv Integration eliminates man-al data entryu red-ces errorsu and gikes yo-r decisionOmaWers a single 
so-rce o$ tr-thv

This se5-ence Weeps yo- $rom the most common mistaWe I seeb .-ying eBpensike AI tools .e$ore yo-r .asic 
systems are in orderv An AIOpofered sched-ling optimijer r-nning on incomplete client data and man-al cref 
tracWing fill prod-ce gar.agev A simple sched-ling plat$orm r-nning on clean data fith clear decision rights 
fill o-tper$orm it ekery timev

Protecting Against the Technology Trap
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A farning $or 0S06 and .eyondb the landscape technology marWet is 4ooded fith kendors promising AI fill 
trans$orm yo-r .-sinessv zome o$ them are rightv Lany o$ them sell sol-tions to pro.lems yo- don:t hakeu or 
sol-tions that re5-ire a lekel o$ data in$rastr-ct-re yo- haken:t .-ilt yetv

qefore you invest in any tebhnolo,yx as” three (uestionsg

1v 3hich decision in my matriB does this tool s-pport“ I$ yo- can:t connect the tool to a speci,c decision 
in yo-r $rameforWu it:s a niceOtoOhakeu not a needOtoOhakev Pkery technology inkestment sho-ld map to 
a decision yo-r team reg-larly maWesv

0v 3ho in my organijation fill -se this toolu and do they hake the a-thority to act on its o-tp-t“ I$ a tool 
generates great sched-ling recommendations .-t sends them to the ofner $or approkal .e$ore the ops 
manager can act on themu the tool hasn:t solked the .ottlenecWv It:s q-st digitijed itv The tool sho-ld serke 
the person fho maWes the decisionv

?v Noes this tool re5-ire clean data that I don:t c-rrently hake“ AI is only as good as the data it r-ns onv I$ a 
tool re5-ires tfo years o$ HDz tracWing data and yo- q-st started tracWing last monthu the tool isn:t ready 
$or yo- yetv Y-ild the data $o-ndation ,rstv

The Technology Investment Test

Ye$ore signing any technology contract oker 8%SS per monthu ansfer these 5-estionsv

I$ yo- can:t ansfer them clearlyu don:t signv

1v Which speci’c decisions in our matri9 does this support0

  Technology sho-ld rein$orce de,ned a-thority K not create nef am.ig-ityv

  I$ yo- cannot name the decision category it strengthensu yo- don:t need it yetv

0v Who is the primary user0

  Noes that person hake decision a-thority to act on the o-tp-t“

  I$ the tool prod-ces insights .-t the -ser still has to ”checW fith the ofnerux yo-:ke created a 
.ottlenecW fith .etter graphicsv

?v Do we have the data quality and infrastructure to feed this tool0

  Har.age inu gar.age o-tv

  I$ yo-r ro-ting datau qo. costingu or 5-ality doc-mentation is inconsistentu a-tomation fill ampli$y 
errors K not ,B themv

Ev What does success look like at ,N days0

  Ne,ne a speci,cu meas-ra.le o-tcomev

  Pscalations red-ced .y 0S percentv
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  Ro-te e$,ciency improked .y M percentv

  Complaint resol-tion time is c-t in hal$v

  Uo metricv Uo p-rchasev

%v What happens if this tool goes down for a week0

  I$ the ansfer is ”chaosux yo-r decision rights $rameforW is not strong eno-ghv

  ztr-ct-re m-st $-nction independently o$ so$tfarev

If you canHt con’dently answer all ’veJ wait.

Technology is lekeragev ’ekerage only forWs fhen the $o-ndation is solidv

The Future Is Clear DecisionsJ :ot ;ust Smart Software

The landscape companies that fill thrike in 0S06 and .eyond aren:t the ones fith the most adkanced technologyv 
They:re the ones fith the clearest decisionOmaWing str-ct-resv Technology fill come and gov Dlat$orms fill 
mergeu $ailu and .e replacedv AI capa.ilities fill eBpand in fays none o$ -s can $-lly predictv

Y-t the company that Wnofs fho decides fhatu fith fhat criteriau and -nder fhat conditions fill adopt ekery 
nef tool $asteru implement it more e$$ectikelyu and eBtract more kal-e $rom it than the company that:s still 
r-nning ekerything thro-gh the ofner:s phonev

The decision rights $rameforW is technologyOproo$ .eca-se it:s not technologyv It:s architect-rev And architecO
t-res o-tlast the tools .-ilt on top o$ themv

In Chapter 1*u fe:ll close the .ooW fith the topic that ekery landscape ofner thinWs a.o-t ekent-allyb .-ilding 
a company that has kal-e .eyond yo-v PBit planningu kal-ationu and hof the decision rights $rameforW directly 
increases yo-r companyJs kal-e to a .-yerv

KKK



Chapter 17
Building a Company Worth 
Buying
You Don’t Have to Sell. But You Should Be Able 
To.

“The buyer told me something I’ll never forget. He said, ‘I’ve looked at twelve landscape companies 
this year. Yours is the only one where I could see myself not being here every day.’ That’s when I knew 
the premium was justi”ed.A 

-Former owner of a $12M landscape company, sold at a 5.2x EBITDA multiple

N ot every reader of this book is planning to sell their company. Some of you are building something you 
want to run for the next twenty years. Some of you want to pass it to the next generation. Some of you 

haven’t thought about it at all.

That’s 3ne. But here’s something I’ve learned in 0: years of working with landscape companiesj the things that 
make a company valuable to a buyer are the same things that make a company easier to own, more pro3table to 
operate, and more en“oyable to lead. Building a company worth buying doesn’t mean you have to sell it. It means 
you’ve built something that works.

qnd the decision rights framework you’ve built over the course of this book is the single most valuable 
thing you can demonstrate to a potential buyer, because it answers the :uestion every buyer is 
silently askingW 

“?hat happens to this company when the owner leavesNA

If the answer is ”it falls apart,L your company is worth a fraction of what it could be. If the answer is ”it runs,L 
you’ve built something with real, transferable value.

How Landscape Companies Are Valued
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(et’s talk numbers. (andscape companies are typically valued as a multiple of EBITDA zearnings before interest, 
taxes, depreciation, and amorti)ationR. The multiple varies based on several factors, but the range for landscape 
companies in the $5M to $2:M revenue range generally looks like thisj

How Structure Impacts Valuation

Decision rights don’t “ust reduce stress. They increase enterprise value.

Here’s how the market typically views different levels of structure.

  Owner-Dependent

  Single service line.

  Minimal systems.

  Typical EBITDA Multiple: 2.5x to 3.5x

The business depends heavily on the owner’s presence. Risk is high. Buyers discount accordingly.

  Basic Management Structure

  Some management is in place.

  Mixed service lines.

  Basic systems.

  Typical EBITDA Multiple: 3.5x to 4.5x

The business is functional, but still personality-dependent in key areas.

  Strong Management Team

  Diversi3ed services.

  Documented systems.

  Clear operational structure.

  Typical EBITDA Multiple: 4.5x to 5.5x

Risk decreases. Scalability increases. Buyers pay for stability.

  Independent Management Operation

  Management operates independently.

  6ecurring revenue is predictable.

  Systems are scalable.

  Clear growth tra“ectory.
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  Typical EBITDA Multiple: 5.5x to 7x+

The company runs without the owner at the center. That’s not just operational freedom. 

That’s equity creation.

(ook at the difference between the top and bottom of that table. A $8M company with $8::,::: in EBITDA at a 0x 
multiple is worth $1.?M. The same company with the same revenue and the same EBITDA but with a functioning 
management team and documented decision systems might command a 5.5x multiplej $0.0M. That’s a $1.5M 
difference in value created by building the systems in this book.

The multiple isn’t random. It reqects risk. When a buyer looks at an owner-dependent company, they see 
riskj what happens if the owner leaves during transition9 What happens if the owner’s key relationships don’t 
transfer9 What happens if the company can’t operate without the person who built it9 Every unanswered 
Kuestion pushes the multiple down.

The decision rights framework answers those Kuestions. Explicitly. In writing. With documented criteria, de3ned 
roles, and a proven track record of decisions being made without the owner’s involvement.

The Five Things Buyers Pay a Premium For

After working with landscape companies through multiple acKuisitions and succession events, I’ve identi3ed 3ve 
attributes that consistently drive premium valuations. Every single one of them is strengthened by the decision 
rights framework.

1. Owner Independence

  This is the big one. Can the company operate without the owner for 0: days9 8: days9 P: days9 The 
longer the company can run without the owner, the lower the buyer’s risk and the higher the multiple.

  The decision rights framework directly addresses this. If your ops manager, account managers, and 
crew leaders are making decisions within a documented matrix, the company doesn’t need you for 
daily operations. The buyer can see that in the framework, in the O%I dashboard, and in the escalation 
data that shows how few decisions reach the owner.

  What to demonstrate: Your decision audit data showing the reduction in owner-dependent deci-
sions. The matrix itself. The cadence that runs without owner involvement. Ideally, a period where 
you were absent zvacation, conference, sabbaticalR and the company performed normally.

2. Management Depth

  Buyers want to see a management team, not a management person. If one ops manager is the only 
person who can run operations, the buyer has a single point of failure. If you have a strong ops 
manager with developed crew leaders beneath them, the buyer sees resilience.

  The role-speci3c playbooks in %art 0 demonstrate management depth. They show that every role 
has de3ned authority, clear criteria, and a development path. The crew leaders aren’t “ust workers 
with a different title. They’re decision-makers with documented authority. The ops manager isn’t “ust 
relaying your decisions. They’re running the operation.
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  What to demonstrate: 4rg chart with de3ned decision authority at each level. 6ole-speci3c play-
books for each key position. O%I data showing consistent performance across the team, not “ust from 
one star performer.

0. Recurring Revenue With Client Retention

  Buyers love recurring maintenance contracts because they provide predictable revenue. But recur-
ring revenue only has value if clients actually stick. A company with ?5U annual retention is worth 
signi3cantly more than one with 7:U retention, even at the same revenue level.

  The account manager’s decision rights directly affect retention. When complaints are resolved in & 
hours instead of &?, when credits are approved on the spot instead of after a callback, when proactive 
communication happens before the client notices a problem, retention goes up. The framework 
makes retention a system, not a function of whether the owner personally manages every important 
relationship.

  What to demonstrate: 6olling 12-month retention rates. Average complaint resolution time. Client 
tenure data. Evidence that retention is driven by the system, not by the owner’s personal relation-
ships.

&. Documented Systems and Processes

  Gndocumented knowledge is worthless to a buyer. If your Kuality standards exist only in the crew 
leader’s head, they leave when the crew leader leaves. If your pricing logic exists only in the owner’s 
intuition, it evaporates on closing day.

  The decision rights matrix is itself a documentation system. The 15 templates, the criteria, the escala-
tion triggers, the Kuality checklists, the A6IA framework, the cadence agendas, the O%I dashboardj all 
of this is documented, transferable institutional knowledge. A buyer looks at this and sees a company 
that runs on systems, not on people’s memories.

  What to demonstrate: The complete decision rights matrix package. (aminated cards for each role. 
Cadence agendas. O%I dashboards with historical trend data. The gap between what you have and 
what most landscape companies have is enormous, and buyers know it.

5. Scalability

  A buyer doesn’t “ust want to buy what you’ve built. They want to buy what you’ve built, plus the ability 
to grow it. Scalability means the systems you have in place can handle more volume, more crews, 
more locations without fundamental redesign.

  The decision rights framework is inherently scalable. Chapter 15 showed how the same principles 
apply from $0M to $2:M and beyond. The 3ve-column matrix works at any si)e. The cadence works 
at any si)e. The role-speci3c playbooks can be replicated for new locations. A buyer who sees this 
framework sees a company that can grow under new ownership without having to rebuild from 
scratch.

  What to demonstrate: The scaling roadmap from Chapter 15 applied to your company. Evidence 
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that the framework has already scaled zif you’ve grown during implementationR. The branch manager 
playbook is a template for future expansion.

The Succession Alternative

xot every eMit is a sale to an outside buyer. -any landscape owners want to transition the company 
to a family member, a longDtenured employee, or a management team buyout. The decision rights 
framework serves these transitions just as well, and in some ways better.

An internal successor who has been operating within the decision-making framework for 2 or 0 years has already 
proven they can run the company. They’ve been making decisions, managing a %*(, developing teams, and 
operating within documented criteria. The transition isn’t a leap of faith. It’s a natural progression.

The branch manager playbook from Chapter 12 is essentially a succession training program. A branch manager 
who consistently hits their 3nancial targets, develops their team, and operates independently is demonstrating 
every skill they’ll need as the next owner. The framework makes the invisible visiblej you can see, in data, whether 
your successor is ready.

Succession Readiness Indicators

Your internal successor is ready when the business no longer depends on you to stabili)e it.

(ook for these signals.

1. Independent P&L Management

  They have managed a branch or division %*( independently for at least four consecutive Kuarters.

  No shadow approval. No Kuiet backstopping.

  Independent ownership.

  Consistent Margin %erformance

  Their branch or division meets or exceeds margin targets consistently.

  Not one good month. Not one strong Kuarter. Consistently.

2. Leadership Beneath Them

  They have hired, developed, and retained a management team beneath them.

  If they cannot build leaders, they cannot scale leadership.

0. Low Escalation Frequency

  4perational decisions in their area rarely escalate to you.

  Targetj fewer than two to three escalations per week.
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  Silence is a signal.

&. Crisis Ownership

  They have handled at least one signi3cant crisis without your direct involvement.

  Employee departure.

  Ma“or client issue.

  EKuipment failure.

  And the business remained stable.

5. Strategic Thinking

  They bring strategic recommendations to your Kuarterly reviews.

  Not “ust updates.

  Ideas.

  Initiatives.

  Forward-looking thinking.

8. Independent Trust

  Clients and employees trust them directly.

  Not as your extension.

  As their leader.

  Succession isn’t a title.

  It’s a pattern.

When these indicators are consistently present, you don’t have a dependency. You have a successor.

The Two-Year Exit Preparation Timeline

Whether you’re selling externally or transitioning internally, give yourself at least two years of preparation. 
Here’s how the decision rights framework supports each phasej

Months 1 through 68 Build and implement the framework. Follow the P:-day plan from Chapter 10, then spend 
the remaining three months calibrating and expanding. By month six, the framework should be running, and 
your direct involvement in daily decisions should be minimal.

Months 7 through 128 Document and demonstrate. %ackage the framework for presentationj organi)e the matrix, 
playbooks, dashboards, and historical O%I data into a format that tells the story of a company that operates on 
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systems. Take a two-week vacation without checking in. Measure the results. That data is worth more to a buyer 
than any marketing pitch.

Months 13 through 198 4ptimi)e and de-risk. Address any remaining owner dependencies. Transfer key client 
relationships to account managers. Ensure that every critical role has at least one backup. Build the bench so 
that no single person’s departure creates a crisis. Clean up the 3nancialsj consistent reporting, clear %*( by 
division, documented revenue and cost trends.

Months 1: through 248 %osition and execute. If selling externally, engage a broker or M*A advisor. %resent 
the decision rights framework as a core asset. Show the before-and-after data from your implementation. 
Demonstrate owner independence. If transitioning internally, formali)e the succession plan, 3nali)e the deal 
structure, and begin the handoff of the remaining owner-held decisions zstrategic relationships, 3nancial 
commitments, brand representationR to your successor.

The Real Exit

I want to close this book with something personal, because this last chapter isn’t “ust about money or multiples 
or deal structures. It’s about what you’ve built and what it means.

You started a landscape company, maybe with a truck, a mower, and a willingness to outwork everyone around 
you. You built something from nothing. You hired people, served clients, survived recessions, and 3gured out a 
thousand things that nobody taught you. That’s remarkable. That deserves respect.

But somewhere along the way, the thing you built started to own you instead of the other way around. The phone 
never stopped. The decisions that only you could make. The ceiling appeared no matter how hard you pushed. 
The feeling that you’d created a “ob you couldn’t Kuit instead of a business you could grow.

This book was written to change that.

The decision rights framework isn’t complicated. Five columns. Clear criteria. De3ned escalation triggers. 
Information qow instead of approval qow. A cadence that keeps it alive. 6ole-speci3c playbooks that put the 
right authority in the right hands.

What’s hard isn’t the framework. What’s hard is letting go. Trusting the system. Accepting that ”differentL isn’t 
”wrong.L Watching someone else make the call you would have made differently, and letting it stand. That’s the 
real work. And if you’ve done it, or even if you’re starting to do it, you’re already ahead of most.

Besigning yourself out doesn’t mean walking away. It means building something that doesn’t need 
you in the middle of every decision. .uild something that runs.

Build something that grows. Build something that has value beyond you.

Then decide what you want to do with the time, the energy, and the freedom you’ve created. 6un the company 
at a level you’ve never operated at before. Irow it to twice its current si)e. %ass it to the next generation. Sell it 
for a number that reqects what you’ve built. Take the vacation you’ve been postponing for 3fteen years.
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The choice is yours. For the 3rst time, it really is.

JJJ



Chapter 18
About the Author

P aul Lukert has spent 30 years in the landscape industry, not as an observer, but as a builder. A 3x landscape 
company founder, he started his Srst operation at 13 and had incorporated an 6 corporation by 1T. -hat 

foundation of handsgon experience shapes everythinH he teaches today.

De is the author of Predictably Kifferent and Bind of a wiH Keal, and his framezorks have helped do$ens of 
landscape companies ranHinH from M32 to MO02 in revenue break throuHh Hrozth ceilinHs by installinH the 
operational systems that eliminate ozner bottlenecks.

As a fractional Chief 'peratinH 'fScer and Advisor, Paul™s proprietary  Lead6cape:  methodoloHy combines 
decision riHhts framezorks, operational cadences, and rolegspeciSc playbooks to build landscape companies 
that run zithout the ozner in the middle of every decision.

Paul brinHs a rare combination of credentials to his zorkE he serves as an Fxecutive Kirector zith 2axzell 
Leadership and holds certiScations as a 2axzell Leadership Coach, -rainer, 6peaker, and Iacilitator, as zell as 
a CertiSed Kj6C wehavioral Assessment Consultant. -hese tools alloz him to address not /ust the operational 
side of a HrozinH company, but the leadership and people dynamics that determine zhether systems actually 
stick.

Paul zorks zith a limited number of landscape companies at any Hiven time as a fractional C'' or Advisor, 
providinH handsgon implementation of the framezorks in this book. jf you™re interested in learninH more about 
zorkinH zith Paul, visit dimensionalpd.com or connect on Linkedjn at linkedin.com5in5dimensionalpd.

Resources

Companion Resource Package

-he companion packaHe includes editable versions of all 1R decision riHhts templates, printable laminated cards 
for all four roles, the BPj dashboard template, the decision audit zorksheet, and the implementation checklists 
from this appendix. Available hereg Companion Wesources.

Connect With Paul

@ebsiteE Kimensional Performance Kevelopment

LinkedjnE httpsE55zzz.linkedin.com5in5dimensionalpd5

FmailE paul’dimensionalpd.com

Schedule a Discovery Call: 
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6peakinH and zorkshopsE Paul is available for keynotes, zorkshops, and conference presentations on decision 
riHhts, operational scalinH, and landscape company Hrozth. Contact Paul.

For Fractional COO Engagement

jf you=re a landscape company ozner betzeen M32 and MO02 in revenue and you zant help implementinH 
the framezorks in this book, Paul zorks zith a limited number of companies as a fractional C''. -ypical 
enHaHements run T to 1O months and include handsgon framezork customi$ation, handoff facilitation, cadence 
installation, and team development. 6chedule a preliminary discovery call.

Thank you for reading DESIGN YOURSELF OUT…Before You Burn Yourself Out.

Now pick a Monday and begin.
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How to Use This WorkbookHow to Use This Workbook
 

This workbook is the printable companion to Design Yourself Out. 
Every form, template, and laminated card from the book is here in two versions: 
1) A pre-filled Example   2) A blank “Your Company” version you customize and print. 
Chapter and page references appear below each section title so you can read the context
in the book before filling anything in.

1.  Self-Assessment Complete Role Cards
2.  Decision Audit
3.  Decision Inventory
4.  Build your Matrix using the 15 Templates
5.  Complete Role Cards

6.  Launch Cadence
7.  Track KPIs 
8.  90-Day Checklist
9.  Handoff Conversations

10.  Monthly & Quarterly Reviews

Implementation SequenceImplementation Sequence



DESIGN YOURSELF OUT — COMPANION WORKBOOKDESIGN YOURSELF OUT — COMPANION WORKBOOK

Section 1 — Are You the Ceiling?Section 1 — Are You the Ceiling?
 

Q1 — If you disappeared for two weeks, what would happen?Q1 — If you disappeared for two weeks, what would happen?

 

1 — Operations run smoothly. No disruption.

2 — Minor hiccups, nothing significant.

3 — Several issues, but team manages.

4 — Daily calls and escalations to me.

5 — Things stall or spiral quickly.

My score for this question (circle one):     1     2     3     4     5My score for this question (circle one):    1    2    3    4    5

Q2 — How many decisions hit your phone daily that someone else should own?Q2 — How many decisions hit your phone daily that someone else should own?

 

1 — Almost none.

2 — A few minor ones.

3 — 5 to 10 per day.

4 — 10 to 20 per day.

5 — Constant interruptions all day.

My score for this question (circle one):     1     2     3     4     5My score for this question (circle one):    1    2    3    4    5

Q3 — Are decision thresholds clearly documented?Q3 — Are decision thresholds clearly documented?

 

1 — Yes. Dollar limits and authority levels are written and known.

2 — Mostly documented, minor gray areas.

3 — Some verbal clarity, not formalized.

4 — Vague. Depends on the situation.

5 — No defined thresholds. Everything comes to me.

My score for this question (circle one):     1     2     3     4     5My score for this question (circle one):    1    2    3    4    5

Chapter 1 · The self-assessment is in Chapter 1 of the book. Scoring guide on pp. 22–23.
Answer honestly. Score 1 (healthiest) to 5 (most bottlenecked). Total your score at the end.
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Section 1 — Are You the Ceiling? (continued)Section 1 — Are You the Ceiling? (continued)
 

Q4 — When problems escalate to you, why?Q4 — When problems escalate to you, why?

 

1 — They are truly strategic or high-risk.

2 — Mostly strategic, occasional clarity gap.

3 — About half are avoidable.

4 — Most are due to unclear authority.

5 — Nearly all — no one knows the rules.

My score for this question (circle one):     1     2     3     4     5My score for this question (circle one):    1    2    3    4    5

Q5 — Could your ops manager explain your standards without you present?Q5 — Could your ops manager explain your standards without you present?

 

1 — Clearly and confidently.

2 — Mostly, with minor uncertainty.

3 — Partially.

4 — Only in limited areas.

5 — No. They rely on me for judgment.

My score for this question (circle one):     1     2     3     4     5My score for this question (circle one):    1    2    3    4    5

Q6 — When margins dip, can you trace it to a decision or behavior?Q6 — When margins dip, can you trace it to a decision or behavior?

 

1 — Yes. We track decision behavior and KPIs.

2 — Usually.

3 — Sometimes, after digging.

4 — Rarely.

5 — We find out too late.

My score for this question (circle one):     1     2     3     4     5My score for this question (circle one):    1    2    3    4    5

 

Chapter 1 · The self-assessment is in Chapter 1 of the book. Scoring guide on pp. 22–23.
Answer honestly. Score 1 (healthiest) to 5 (most bottlenecked). Total your score at the end.
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Section 1 — Are You the Ceiling? (continued)Section 1 — Are You the Ceiling? (continued)
 

Q7 — Are you the default problem-solver?Q7 — Are you the default problem-solver?

 

1 — Rarely. The system handles most issues.

2 —Occasionally.

3 — Often.

4 — Almost always.

5 — Always. Everything routes through me.

My score for this question (circle one):     1     2     3     4     5My score for this question (circle one):    1    2    3    4    5

Q8 — Why do people escalate decisions to you?Q8 — Why do people escalate decisions to you?

 

1 — Clear authority and strong confidence.

2 — Authority clear, confidence improving.

3 — Mixed clarity across roles.

4 — Authority is unclear.

5 — Both authority and confidence are unclear.

My score for this question (circle one):     1     2     3     4     5My score for this question (circle one):    1    2    3    4    5

Q9 — How many hours a week on decisions others should make?Q9 — How many hours a week on decisions others should make?

 

1 —  0 to 3 hours.

2 — 3 to 5 hours.

3 — 5 to 10 hours.

4 — 10 to 20 hours.

5 — More than 20 hours.

My score for this question (circle one):     1     2     3     4     5My score for this question (circle one):    1    2    3    4    5

 

Chapter 1 · The self-assessment is in Chapter 1 of the book. Scoring guide on pp. 22–23.
Answer honestly. Score 1 (healthiest) to 5 (most bottlenecked). Total your score at the end.



36 – 5036 – 50 You Are the Ceiling. Structural problem, 
not a character flaw.

Formalize and future-proof. Read Chapter 15 on scaling.

Build the matrix before cracks become craters. 
Start Chapter 5.

Run the Decision Audit this week. Chapter 4, page 1.

Your Immediate Next Step
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Section 1 — Are You the Ceiling? (continued)Section 1 — Are You the Ceiling? (continued)
 

Q10 — If growth stalled tomorrow, what would be the real reason?Q10 — If growth stalled tomorrow, what would be the real reason?

 

1 — Market conditions or capacity strategy.

2 —Some market, some internal.

3 — Execution inconsistency.

4 — Leadership bottlenecks.

5 — Everything flows through me. I am the ceiling.

My score for this question (circle one):     1     2     3     4     5My score for this question (circle one):    1    2    3    4    5

Chapter 1 · The self-assessment is in Chapter 1 of the book. Scoring guide on pp. 22–23.
Answer honestly. Score 1 (healthiest) to 5 (most bottlenecked). Total your score at the end.

My Total Score:My Total Score:

My single biggest insight from this assessment:My single biggest insight from this assessment:

 

10 – 2010 – 20

21 – 3521 – 35

Structured. Real infrastructure already exists.

At the Tipping Point. Cracks are showing. Act now.

Total Score What It Means

ScoringScoring
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Section 1 — NotesSection 1 — Notes
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Section 2 — 1-Week Decision Audit TrackerSection 2 — 1-Week Decision Audit Tracker
 

Chapter 4 · "The Decision Audit: Your One-Week X-Ray" — see Chapter 4 for full instructions. Log every
decision that reaches you for one full week. 8 rows per day. Add pages if needed.

 

 

1.  A brief description of the decision 
2.  Who brought it to you

3.  Category 1–10 (reference below) 
4.  The number of minutes it took 
5.  Should it have come to you? — This is the money question.

1.  A brief description of the decision 
2.  Who brought it to you
3.  Category 1–10 (reference below) 
4.  The number of minutes it took 
5.  Should it have come to you? — This is the money question.

What to capture for each decision: What to capture for each decision: 

Category ReferenceCategory Reference

1.  Scheduling 
2.  Client Relations
3.  Pricing 
4.  Staffing
5.  Equipment

6.  Quality
7.  Safety 
8.  Vendors
9.  Financial 

10.  Escalation

 Yes  No

Who? Cat. Min. Reach you?Decision (brief description)

MondayMonday

 Yes  No

 Yes  No

 Yes  No

 Yes  No
 Yes  No

 Yes  No

 Yes  No

Employee Cat. Mins. Involvement Required?

 Yes  No
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Section 2 — 1-Week Decision Audit TrackerSection 2 — 1-Week Decision Audit Tracker
 

 

 

 Yes  No

Who? Cat. Min. Reach you?Decision (brief description)

TuesdayTuesday

 Yes  No

 Yes  No

 Yes  No

 Yes  No
 Yes  No

 Yes  No

 Yes  No

Employee Cat. Mins. Involvement Required?

 Yes  No

 Yes  No

Who? Cat. Min. Reach you?Decision (brief description)

WednesdayWednesday

 Yes  No

 Yes  No

 Yes  No

 Yes  No
 Yes  No

 Yes  No

 Yes  No

Employee Cat. Mins. Involvement Required?

 Yes  No

 Yes  No

Who? Cat. Min. Reach you?Decision (brief description)

ThursdayThursday

 Yes  No

 Yes  No

 Yes  No

 Yes  No
 Yes  No

 Yes  No

 Yes  No

Employee Cat. Mins. Involvement Required?

 Yes  No



 

 

 Yes  No

Who? Cat. Min. Reach you?Decision (brief description)

FridayFriday

 Yes  No

 Yes  No

 Yes  No

 Yes  No
 Yes  No

 Yes  No

 Yes  No

Employee Cat. Mins. Involvement Required?

 Yes  No

 

End-of-Week SummaryEnd-of-Week Summary

1.  Total decisions logged:

2.  How many should NOT have reached me:

3.  Top 1–2 categories (by volume):

1.  Total decisions logged:

2.  How many should NOT have reached me:

3.  Top 1–2 categories (by volume):

Decisions that repeated 3+ times (= policy not yet written):Decisions that repeated 3+ times (= policy not yet written):

1.  _________________________________________________________________

2.  _________________________________________________________________

3.  _________________________________________________________________

1.  _________________________________________________________________

2.  _________________________________________________________________

3.  _________________________________________________________________

My estimated hours per week on others' decisions:My estimated hours per week on others' decisions:

At $ ___ /hr  ×  ___  hrs  ×  52 wks =  Annual opportunity cost: $At $ ___ /hr  ×  ___  hrs  ×  52 wks =  Annual opportunity cost: $
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Section 2 — 1-Week Decision Audit TrackerSection 2 — 1-Week Decision Audit Tracker
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Section 2 — NotesSection 2 — Notes
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Section 3 — Decision Inventory WorksheetSection 3 — Decision Inventory Worksheet

Chapter 4 · "The Decision Inventory Worksheet" — complete after your 1-week audit. Check decisions that
apply. Add yours in the blank rows. This becomes your matrix raw material.

 

Daily crew assignments and route adjustments

Rain day rescheduling

Handling call-outs and no-shows

Priority callback assignments

Splitting or combining crews for efficiency

Decision Current Owner Template Needed?

 Yes  No

Scheduling & RoutingScheduling & Routing

 Yes  No

 Yes  No

 Yes  No

 Yes  No

 Yes  No

 Yes  No

 

Responding to complaints (minor)

Responding to complaints (major / cancellation risk)

Offering service credits or redos

Handling out-of-scope requests

Proactive communication about delays or issues

Decision Current Owner Template Needed?

 Yes  No

Client RelationshipsClient Relationships

 Yes  No

 Yes  No

 Yes  No

 Yes  No

 Yes  No

 Yes  No

 

Pricing enhancements and add-ons

Matching or responding to competitor bids

Renewal pricing when costs have changed

Change order pricing on construction jobs

Discount approval for volume or multi-year

Decision Current Owner Template Needed?

 Yes  No

Pricing & EstimatingPricing & Estimating

 Yes  No

 Yes  No

 Yes  No

 Yes  No

 Yes  No

 Yes  No
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Section 3 — Decision Inventory Worksheet- continuedSection 3 — Decision Inventory Worksheet- continued

Chapter 4 · "The Decision Inventory Worksheet" — complete after your 1-week audit. Check decisions that
apply. Add yours in the blank rows. This becomes your matrix raw material.

 

Approving overtime

Issuing verbal or written warnings

Hiring decisions — crew level

Hiring decisions — management level

Handling interpersonal conflicts

Decision Current Owner Template Needed?

 Yes  No

People & StaffingPeople & Staffing

 Yes  No

 Yes  No

 Yes  No

 Yes  No

 Yes  No

 Yes  No

 

Repair vs. replace decisions

Renting equipment for a specific job

Pulling backup equipment

Taking equipment out of service

Emergency breakdown response

Decision Current Owner Template Needed?

 Yes  No

Equipment & FleetEquipment & Fleet

 Yes  No

 Yes  No

 Yes  No

 Yes  No

 Yes  No

 Yes  No

 

Determining if a property meets quality standards

Sending crews back for rework

Adjusting standards for weather conditions

Handling underperforming crews

Decision Current Owner Template Needed?

 Yes  No

Quality & StandardsQuality & Standards

 Yes  No

 Yes  No

 Yes  No

 Yes  No

 Yes  No

 Yes  No
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Section 3 — Decision Inventory Worksheet- continuedSection 3 — Decision Inventory Worksheet- continued

Chapter 4 · "The Decision Inventory Worksheet" — complete after your 1-week audit. Check decisions that
apply. Add yours in the blank rows. This becomes your matrix raw material.

 

Stopping work for unsafe conditions

Responding to injuries or near misses

Weather-related shutdowns

Equipment fitness decisions

Decision Current Owner Template Needed?

 Yes  No

SafetySafety

 Yes  No

 Yes  No

 Yes  No

 Yes  No

 Yes  No

 Yes  No

 

Selecting vendors for material orders

Bringing in subcontractors

Handling vendor delivery issues

Negotiating vendor pricing

Decision Current Owner Template Needed?

 Yes  No

Vendors & SubcontractorsVendors & Subcontractors

 Yes  No

 Yes  No

 Yes  No

 Yes  No

 Yes  No

 Yes  No

 

Approving purchases under $______

Approving purchases over $______

Managing jobs running over budget

Client payment and collections decisions

Decision Current Owner Template Needed?

 Yes  No

Financial & BudgetFinancial & Budget

 Yes  No

 Yes  No

 Yes  No

 Yes  No

 Yes  No

 Yes  No
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Section 3 — Decision Inventory Worksheet- continuedSection 3 — Decision Inventory Worksheet- continued

Chapter 4 · "The Decision Inventory Worksheet" — complete after your 1-week audit. Check decisions that
apply. Add yours in the blank rows. This becomes your matrix raw material.

 

When to inform vs. escalate to owner

When to contact client vs. handle internally

How to handle situations between two roles

Documentation and formal reporting triggers

Decision Current Owner Template Needed?

 Yes  No

Communication & EscalationCommunication & Escalation

 Yes  No

 Yes  No

 Yes  No

 Yes  No

 Yes  No

 Yes  No
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Section 3 — NotesSection 3 — Notes
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Section 4 — All 15 Decision Rights TemplatesSection 4 — All 15 Decision Rights Templates

Chapter 5 · "The Decision Rights Matrix" — templates explained at the beginning of Chapter 5. 
Each template: EXAMPLE (pre-filled)  followed by YOUR COMPANY (blank). 
Thresholds calibrated for $6M–$10M. Adjust up or down for your revenue stage.

Column guideColumn guide

 

1.  Decision = what is being decided.

2.  Authority = who has final say.

3.  Criteria = the objective rules they follow (make these specific and measurable). 
4.  Escalation Trigger = the condition that sends it up the chain.

5.  Info Flow = how the next level stays informed without approving.

1.  Decision = what is being decided.
2.  Authority = who has final say.
3.  Criteria = the objective rules they follow (make these specific and measurable). 
4.  Escalation Trigger = the condition that sends it up the chain.
5.  Info Flow = how the next level stays informed without approving.

Field supplies &
minor materials

Repairs & rentals

Capital purchases
above threshold Owner

Crew
Leader

Ops
Manager

Must support active job. Under
$150/day. Approved vendor.

Repair if <$1,500 + <40% of
replacement value 

Review repair history, useful life,
budget availability.

Single purchase
exceeds $150.

Repair >$1,500 or
same asset repaired
twice within 60 days

N/A — Owner-level.

Weekly 
summary to 
Ops Mgr.
Owner: weekly
equipment 
report.
Ops Mgr/Acct’g
informed after
decision.

Decision Authority Criteria Escalation Trigger Info Flow

Template 1 — Equipment Purchases, Repairs & Rentals- EXAMPLETemplate 1 — Equipment Purchases, Repairs & Rentals- EXAMPLE

Template 1 — Equipment Purchases, Repairs & Rentals- YOUR COMPANYTemplate 1 — Equipment Purchases, Repairs & Rentals- YOUR COMPANY

Decision Authority Criteria Escalation Trigger Info Flow
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Section 4 — All 15 Decision Rights Templates- continuedSection 4 — All 15 Decision Rights Templates- continued

Chapter 5 · "The Decision Rights Matrix" — templates explained at the beginning of Chapter 5. 
Each template: EXAMPLE (pre-filled)  followed by YOUR COMPANY (blank). 
Thresholds calibrated for $6M–$10M. Adjust up or down for your revenue stage.

Seasonal crew hire

Termination

Management hire Owner

Ops
Manager

Owner

Within approved headcount
budget. Documents a real gap.

Full HR documentation complete. 
Policy violation on record.

Position budgeted. Full
interview process complete.

Hire exceeds approved
headcount or budget.

N/A — Owner-level.

N/A — Owner-level.

Owner: wkly 
staff update.

HR file updated.
Legal counsel if
exposure exists.

Ops Mgr 
informed
immediately.

Decision Authority Criteria Escalation Trigger Info Flow

Template 2 — Hiring & FiringTemplate 2 — Hiring & Firing

Template 2 — Hiring & FiringTemplate 2 — Hiring & Firing

Decision Authority Criteria Escalation Trigger Info Flow
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Section 4 — All 15 Decision Rights Templates- continuedSection 4 — All 15 Decision Rights Templates- continued

Chapter 5 · "The Decision Rights Matrix" — templates explained at the beginning of Chapter 5. 
Each template: EXAMPLE (pre-filled)  followed by YOUR COMPANY (blank). 
Thresholds calibrated for $6M–$10M. Adjust up or down for your revenue stage.

Enhancement
pricing (standard)

Contract renewal —
 no price change

Competitive bid /
discount approval Owner

Account
Manager

Account
Manager

Approved rate card only. 
45% gross margin minimum.

Client in good standing. 
No cost increase required.

Review margin impact and
strategic account value.

Client requests discount
below rate card.

Client disputes pricing
or competitor is
actively bidding.

N/A — Owner-level.

Owner: weekly
sales report.

Owner: 
renewal
tracker.

A/M informed of
outcome and
reasoning.

Decision Authority Criteria Escalation Trigger Info Flow

Template 3 — Client Pricing — Enhancements, Discounts & RenewalsTemplate 3 — Client Pricing — Enhancements, Discounts & Renewals

Template 3 — Client Pricing — Enhancements, Discounts & RenewalsTemplate 3 — Client Pricing — Enhancements, Discounts & Renewals

Decision Authority Criteria Escalation Trigger Info Flow
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Section 4 — All 15 Decision Rights Templates- continuedSection 4 — All 15 Decision Rights Templates- continued

Chapter 5 · "The Decision Rights Matrix" — templates explained at the beginning of Chapter 5. 
Each template: EXAMPLE (pre-filled)  followed by YOUR COMPANY (blank). 
Thresholds calibrated for $6M–$10M. Adjust up or down for your revenue stage.

Minor on-site
adjustment (<15 min)

Standard
enhancement
change order

Contract-altering
change order Owner

Crew
Leader

Account
Manager

Does not change service time 
by more than 15 min. No
contract impact.
Approved rate card. 
Documented and signed 
by client.

Material change to scope,
pricing, or service agreement.

Client requests
contract scope
changes.
Change order
exceeds $500 or
modifies base
contract terms.

N/A — Owner-level.

A/M informed of
any client-facing
change.
O/M informed 
of scheduling
impact.

All parties 
informed
in writing.

Decision Authority Criteria Escalation Trigger Info Flow

Template 4 — Change OrdersTemplate 4 — Change Orders

Template 4 — Change OrdersTemplate 4 — Change Orders

Decision Authority Criteria Escalation Trigger Info Flow
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Section 4 — All 15 Decision Rights Templates- continuedSection 4 — All 15 Decision Rights Templates- continued

Chapter 5 · "The Decision Rights Matrix" — templates explained at the beginning of Chapter 5. 
Each template: EXAMPLE (pre-filled)  followed by YOUR COMPANY (blank). 
Thresholds calibrated for $6M–$10M. Adjust up or down for your revenue stage.

Daily routing &
assignment

Mid-day crew swap

Daily task assignment
within crew Crew Leader

Ops
Manager

Ops
Manager

Balance drive time, skill match,
Tier 1 priority. Crew leaders
informed by 6 AM.
Driven by call-out or
emergency. Maintain Tier 1
coverage first.

Assign based on skill, efficiency,
development needs.

Key account needs
specific crew and 
crew is unavailable.
Swap affects 
multiple routes or
creates service gap.

Performance issue
requiring formal
conversation.

Crew leaders
daily. A/M on 
Tier 1 changes.
A/M & crew 
leaders notified
immediately.

N/A: standard
daily leadership

Decision Authority Criteria Escalation Trigger Info Flow

Template 5 — Crew Assignments & RoutingTemplate 5 — Crew Assignments & Routing

Template 5 — Crew Assignments & RoutingTemplate 5 — Crew Assignments & Routing

Decision Authority Criteria Escalation Trigger Info Flow
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Section 4 — All 15 Decision Rights Templates- continuedSection 4 — All 15 Decision Rights Templates- continued

Chapter 5 · "The Decision Rights Matrix" — templates explained at the beginning of Chapter 5. 
Each template: EXAMPLE (pre-filled)  followed by YOUR COMPANY (blank). 
Thresholds calibrated for $6M–$10M. Adjust up or down for your revenue stage.

Rain delay — 
same-day
adjustment

Call-out / no-show
coverage

Multi-day 
schedule rebuild

Owner +
Ops Mgr

Ops
Manager

Ops
Manager

Push to next available day. 
Tier 1 priority. Notify clients 
of 2+ day delays.
Redistribute to maintain
critical routes first, then by
client tier.

Collaborate. Assess revenue
impact. Coordinate client
communication.

Rain extends
beyond  2
consecutive days.
No coverage
available and Tier 1
account is affected.

N/A — 
collaborative
decision.

A/M and Crew
Leaders by end 
of day.

Account Mgr
notified on any
Tier 1 impact.

All staff and
affected clients
informed.

Decision Authority Criteria Escalation Trigger Info Flow

Template 6 — Schedule Changes — Rain, Call-Outs & DisruptionsTemplate 6 — Schedule Changes — Rain, Call-Outs & Disruptions

Template 6 — Schedule Changes — Rain, Call-Outs & DisruptionsTemplate 6 — Schedule Changes — Rain, Call-Outs & Disruptions

Decision Authority Criteria Escalation Trigger Info Flow
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Section 4 — All 15 Decision Rights Templates- continuedSection 4 — All 15 Decision Rights Templates- continued

Chapter 5 · "The Decision Rights Matrix" — templates explained at the beginning of Chapter 5. 
Each template: EXAMPLE (pre-filled)  followed by YOUR COMPANY (blank). 
Thresholds calibrated for $6M–$10M. Adjust up or down for your revenue stage.

Order from
preferred vendor
list

New vendor
evaluation

Long-term or large
vendor commitment Owner

Ops
Manager

Ops
Manager

Preferred vendor only. Best
price within 5%. Meets
timeline requirements.
Min. 3 references.
Insurance verified. 
Trial order completed.

Any contract >$10K/ year or
multi-year terms.

Order outside 
preferred list or price
variance of 15%.

Annual spend 
with new vendor
>$10,000.

N/A — 
Owner-level.

Owner: monthly
vendor spend
report.

Owner informed
before
commitment. 

Ops Mgr
confirms
operational fit.

Decision Authority Criteria Escalation Trigger Info Flow

Template 7 — Vendor Selection & CommitmentsTemplate 7 — Vendor Selection & Commitments

Template 7 — Vendor Selection & CommitmentsTemplate 7 — Vendor Selection & Commitments

Decision Authority Criteria Escalation Trigger Info Flow
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Section 4 — All 15 Decision Rights Templates- continuedSection 4 — All 15 Decision Rights Templates- continued

Chapter 5 · "The Decision Rights Matrix" — templates explained at the beginning of Chapter 5. 
Each template: EXAMPLE (pre-filled)  followed by YOUR COMPANY (blank). 
Thresholds calibrated for $6M–$10M. Adjust up or down for your revenue stage.

Stop work —
unsafe condition

Injury response

Equipment safety
removal Crew Leader

Crew Leader
(Absolute)

Ops
Manager

ANY condition believed
unsafe. No approval required.
Ever.
Follow incident protocol.
Ensure medical attention.
Document same day.

Remove from rotation if any
safety check fails. 
No approval required.

Never — stopping is
always authorized.
Always report.

Any injury requiring
medical attention
beyond first aid.

Removal affects
next-day crew
deployment.

O/M and Owner
informed as soon
as safe to do so.
Owner informed
immediately. I/R
 -same day.

O/M notified.
Owner if client
loss at risk.

Decision Authority Criteria Escalation Trigger Info Flow

Template 8 — Safety IncidentsTemplate 8 — Safety Incidents

Template 8 — Safety IncidentsTemplate 8 — Safety Incidents

Decision Authority Criteria Escalation Trigger Info Flow
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Section 4 — All 15 Decision Rights Templates- continuedSection 4 — All 15 Decision Rights Templates- continued

Chapter 5 · "The Decision Rights Matrix" — templates explained at the beginning of Chapter 5. 
Each template: EXAMPLE (pre-filled)  followed by YOUR COMPANY (blank). 
Thresholds calibrated for $6M–$10M. Adjust up or down for your revenue stage.

First complaint —
credit up to $200

Recurring complaint
(3+ in 90 days)

At-risk account /
cancellation threat Owner

Account
Manager

Acct Mgr
+ Ops Mgr

Valid complaint. Documented.
Recent visit within 7 days,
photo evidence.
Root cause analysis. Review
crew, quality history, service
frequency.

Tier 1 or strategic account.
Revenue or relationship at risk.

Credit > $200 or
2nd credit to same
client <60 days.
Pattern does not 
resolve after two
corrective actions. 

N/A — 
Owner-level.

Owner: weekly
client report.

Owner informed 
of findings &
proposed plan.

A/M coordinates 
all follow-up
communication.

Decision Authority Criteria Escalation Trigger Info Flow

Template 9 — Client Complaints & CreditsTemplate 9 — Client Complaints & Credits

Template 9 — Client Complaints & CreditsTemplate 9 — Client Complaints & Credits

Decision Authority Criteria Escalation Trigger Info Flow
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Section 4 — All 15 Decision Rights Templates- continuedSection 4 — All 15 Decision Rights Templates- continued

Chapter 5 · "The Decision Rights Matrix" — templates explained at the beginning of Chapter 5. 
Each template: EXAMPLE (pre-filled)  followed by YOUR COMPANY (blank). 
Thresholds calibrated for $6M–$10M. Adjust up or down for your revenue stage.

Job variance 
within 10%

Company margin
miss 2+ months

Ops 
Manager

Owner

Identify cause. Document in
weekly ops report. No action if
seasonal.
Review revenue, labor,
equipment spend, and
overhead drivers.

Variance exceeds
10% or is structural
(not seasonal).

N/A — 
Owner-level.

Owner sees in
Wednesday
d/board review.

O/M & Controller
present root cause 
and 30-day plan.

Decision Authority Criteria Escalation Trigger Info Flow

Template 10 — Budget VariancesTemplate 10 — Budget Variances

Template 10 — Budget VariancesTemplate 10 — Budget Variances

Decision Authority Criteria Escalation Trigger Info Flow
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Section 4 — All 15 Decision Rights Templates- continuedSection 4 — All 15 Decision Rights Templates- continued

Chapter 5 · "The Decision Rights Matrix" — templates explained at the beginning of Chapter 5. 
Each template: EXAMPLE (pre-filled)  followed by YOUR COMPANY (blank). 
Thresholds calibrated for $6M–$10M. Adjust up or down for your revenue stage.

Property fails
quality check

Systemic quality
pattern

Crew Leader

Ops
Manager

Fix before leaving if below
standard. Track rework hours
by crew.
Root cause analysis. 
Crew reassignment or
retraining protocol.

Rework impacts
other scheduled
clients this day.
Pattern persists
after two corrective
actions.

A/M and O/M
informed
immediately.

Owner informed 
of findings and
corrective plan.

Decision Authority Criteria Escalation Trigger Info Flow

Template 11 — Quality Issues & ReworkTemplate 11 — Quality Issues & Rework

Template 11 — Quality Issues & ReworkTemplate 11 — Quality Issues & Rework

Decision Authority Criteria Escalation Trigger Info Flow
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Section 4 — All 15 Decision Rights Templates- continuedSection 4 — All 15 Decision Rights Templates- continued

Chapter 5 · "The Decision Rights Matrix" — templates explained at the beginning of Chapter 5. 
Each template: EXAMPLE (pre-filled)  followed by YOUR COMPANY (blank). 
Thresholds calibrated for $6M–$10M. Adjust up or down for your revenue stage.

Field repair 
<$500, same-day

Backup equipment
swap

Crew Leader

Crew Leader

Parts on hand. Crew has skill.
Returns to service same day.

Backup available and
retrievable within 30
min.

Repair >30 min or
parts not available.

No backup available
and job cannot
continue.

Ops Mgr 
notified via text.

Ops Mgr 
notified
immediately.

Decision Authority Criteria Escalation Trigger Info Flow

Template 12 — Equipment Breakdown DecisionsTemplate 12 — Equipment Breakdown Decisions

Template 12 — Equipment Breakdown DecisionsTemplate 12 — Equipment Breakdown Decisions

Decision Authority Criteria Escalation Trigger Info Flow

Repair vs. replace
($500–$1,500)

Ops
Manager

Repair if <40% of replacement
value and <5 years old.

Repair >$1,500 or
equipment critical to
next-day operations.

Owner: weekly
equipment
report.
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Section 4 — All 15 Decision Rights Templates- continuedSection 4 — All 15 Decision Rights Templates- continued

Chapter 5 · "The Decision Rights Matrix" — templates explained at the beginning of Chapter 5. 
Each template: EXAMPLE (pre-filled)  followed by YOUR COMPANY (blank). 
Thresholds calibrated for $6M–$10M. Adjust up or down for your revenue stage.

Approved sub —
under $5,000

New sub or spend
over $5,000

Ops
Manager

Owner

On approved list. Insurance
current. Scope documented.
Cost <= 10% of internal estimate.

Verify references,
insurance, and prior
track record.

Cost > $5,000 or
involves Tier 1 client.

N/A — 
Owner-level.

Owner: weekly
subcontractor
report.

O/M coordinates
execution & 
monitors.

Decision Authority Criteria Escalation Trigger Info Flow

Template 13 — Subcontractor UseTemplate 13 — Subcontractor Use

Template 13 — Subcontractor UseTemplate 13 — Subcontractor Use

Decision Authority Criteria Escalation Trigger Info Flow
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Section 4 — All 15 Decision Rights Templates- continuedSection 4 — All 15 Decision Rights Templates- continued

Chapter 5 · "The Decision Rights Matrix" — templates explained at the beginning of Chapter 5. 
Each template: EXAMPLE (pre-filled)  followed by YOUR COMPANY (blank). 
Thresholds calibrated for $6M–$10M. Adjust up or down for your revenue stage.

Same-day 
weather delay

Multi-day disruption
/ backlog rebuild

Ops
Manager

Owner +
Ops Mgr

Follow documented heat,
lightning, rain protocols. Delay
up to 2 hours based on forecast.

Collaborate. Assess revenue
and client impact.
Coordinate communication.

Delay beyond 2 hours
(full rain day) or 2
consecutive rain days.
N/A — 
collaborative
decision.

Owner, Crew
Leaders, A/M’s
by 5:30 AM.
All staff and
affected clients
informed.

Decision Authority Criteria Escalation Trigger Info Flow

Template 14 — Weather CallsTemplate 14 — Weather Calls

Template 14 — Weather CallsTemplate 14 — Weather Calls

Decision Authority Criteria Escalation Trigger Info Flow
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Section 4 — All 15 Decision Rights Templates- continuedSection 4 — All 15 Decision Rights Templates- continued

Chapter 5 · "The Decision Rights Matrix" — templates explained at the beginning of Chapter 5. 
Each template: EXAMPLE (pre-filled)  followed by YOUR COMPANY (blank). 
Thresholds calibrated for $6M–$10M. Adjust up or down for your revenue stage.

OT up to 2 hours

OT 2–4 hours

Crew Leader

Ops
Manager

Job 75%+ complete. Finishing
avoids a return trip. OR Tier 1
account has visible service gap.

Strategic need documented.
Crew leader
has flagged and requested.

OT exceeds 2 hours
per crew per day.

Saturday or extended
OT (>4 hrs) or
>Weekly OT  budget.

O/M notified 
via text before
OT begins.
Owner:
weekly
dashboard.

Decision Authority Criteria Escalation Trigger Info Flow

Template 15 — Overtime ApprovalTemplate 15 — Overtime Approval

Template 15 — Overtime ApprovalTemplate 15 — Overtime Approval

Decision Authority Criteria Escalation Trigger Info Flow

Saturday / 
extended OT Owner Assess revenue justification

and crew capacity carefully.
N/A — 
Owner-level.

O/M 
coordinates with
crew leaders.
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Section 4 — NotesSection 4 — Notes
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Section 5 — Laminated Role CardsSection 5 — Laminated Role Cards

Chapters 9–12 · Crew Leader Ch.9 · Ops Manager Ch.10 · Account Manager Ch.11 · Branch Manager Ch.12
Each card: EXAMPLE (pre-filled) then YOUR COMPANY (blank). 
Fill in your thresholds, print, and laminate.

I ALWAYS MY MEASURE

Crew Leader — Laminated Reference CardCrew Leader — Laminated Reference Card

Quality standard- every property before leaving
Overtime up to 2 hours- (job 75%+ complete)
Field repair under $500 / same-day turnaround
Backup equipment swap (retrievable in 30 min)
Fuel & supplies up to $150/day
Stop work- ANY safety concern (absolute authority)
Minor scope adjustment (<15 min)
Daily task assignment for crew members

Overtime needed beyond 2 hours
Equipment repair over $500
No backup available- job cannot continue 
Property cannot be serviced (access, safety) 
Client present requesting contract changes
Crew member performance issue (formal)
Any injury requiring medical attention

Pre-check equipment before first route
Brief crew before leaving the shop
Walk property before and after service 
Document Tier 1 properties with a photo
Report numbers at end of day
Prep for tomorrow before leaving today

Properties completed on schedule
Rework hours per crew per week
Overtime used vs. authorized
Quality standard met before departure
Escalation count to Ops Manager

Crew Leader — Laminated Reference CardCrew Leader — Laminated Reference Card

I Own

I Always

I Elevate

My Measure

I Own I Elevate

I Always My Measure
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Section 5 — Laminated Role Cards- continuedSection 5 — Laminated Role Cards- continued

Chapters 9–12 · Crew Leader Ch.9 · Ops Manager Ch.10 · Account Manager Ch.11 · Branch Manager Ch.12
Each card: EXAMPLE (pre-filled) then YOUR COMPANY (blank). 
Fill in your thresholds, print, and laminate.

I ALWAYS MY MEASURE

Operations Manager — Laminated Reference CardOperations Manager — Laminated Reference Card

Daily scheduling and routing
Rain day rescheduling
Call-out and no show coverage
Equipment repairs up to $1,500 
Equipment rentals up to $2,000
Overtime up to 4 hours per crew
Seasonal hiring (within budget)

Purchases or repairs over $1,500
Terminations
Management hires
Tier 1 cancellation threats
Budget variances over 15% 

Visit at least 6 properties per week
Coach every crew leader weekly
Update dashboard before Wednesday review
Process escalations within defined timeframes 
Prep next week before leaving on Friday

Escalation frequency to owner
Complaint resolution time
Overtime spend vs. budget
Revenue per labor hour 
Crew leader development progress

Operations Manager — Laminated Reference CardOperations Manager — Laminated Reference Card

Written warnings
Vendor orders (preferred list only)
Approved subcontractors up to $5,000
Quality management and rework decisions
Weather protocol activation
Crew leader coaching and development

Subcontractor costs over $5,000
Saturday or extended overtime
New vendor commitments >$10K/yr
Any injury requiring medical attention
Strategic decisions

I Own I Elevate

I Always My Measure

I Own I Elevate

I Always My Measure
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Section 5 — Laminated Role Cards- continuedSection 5 — Laminated Role Cards- continued

Chapters 9–12 · Crew Leader Ch.9 · Ops Manager Ch.10 · Account Manager Ch.11 · Branch Manager Ch.12
Each card: EXAMPLE (pre-filled) then YOUR COMPANY (blank). 
Fill in your thresholds, print, and laminate.

I ALWAYS MY MEASURE

Account Manager — Laminated Reference CardAccount Manager — Laminated Reference Card

First complaint resolution & redo authority
Out-of-scope request handling (<15 min)
Enhancement pricing (rate card, 45% margin)
Monthly property visit (Tier 1 accounts)
Quarterly property visit (Tier 2 accounts)
Client onboarding and CRM documentation

2nd credit to the same client within 60 days
3+ complaints from the same client in 90 days
Competitor is actively bidding Tier 1 account
Change order modifying the base contract
Communication with legal or contract risk
Credit exceeding $200
At-risk account/cancellation threat
Discount request below the rate card

Respond to complaints same business day
Document every credit and resolution in CRM
Communicate delays before client discovers them
Visit Tier 1 accounts monthly
Brief owner on at-risk accounts every week

Complaint resolution time
Client retention rate (rolling 12-month)
Enhancement revenue generated
Monthly credit total
Escalations to owner

Account Manager — Laminated Reference CardAccount Manager — Laminated Reference Card

I Own I Elevate

I Always My Measure

I Own I Elevate

I Always My Measure

Contract renewal- no price change
Proactive client communication
Service credit <= $200
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Section 5 — Laminated Role Cards- continuedSection 5 — Laminated Role Cards- continued

Chapters 9–12 · Crew Leader Ch.9 · Ops Manager Ch.10 · Account Manager Ch.11 · Branch Manager Ch.12
Each card: EXAMPLE (pre-filled) then YOUR COMPANY (blank). 
Fill in your thresholds, print, and laminate.

I ALWAYS MY MEASURE

Branch Manager — Laminated Reference CardBranch Manager — Laminated Reference Card

All Ops Manager authority at branch level 
Equipment purchases up to $5,000
Client credits up to $500 per incident
Vendor commitments <= $25,000/yr
Subcontractors up to $10,000
Branch pricing within rate card

Terminations of branch management team
New clients >10% of branch revenue
Vendor commitments >$25,000/yr 
Missing margin targets 2 consecutive months
Cross-branch or company-wide impacts

Run Mon/Wed/Fri cadence within the branch
Submit a weekly branch report to the owner 
Own the branch P&L completely
Develop Ops Mgr and Account Mgr
Build a bench that runs without you

Branch margin vs. target
Revenue growth
Team retention rate
Client retention rate
Escalation frequency to the owner

Branch Manager — Laminated Reference CardBranch Manager — Laminated Reference Card

I Own I Elevate

I Always My Measure

I Own I Elevate

I Always My Measure

Seasonal and crew-level hiring
Management hires (branch level)
Terminations (branch staff)
Branch P & L ownership

Capital commitments > $5,000
Client credits exceeding $500
Any legal issue
 Strategic direction changes
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Section 5 — NotesSection 5 — Notes



Property / Client:

Address:

Account Tier:

Service Type:

ACME Widgets

123 Oak Lane, Springfield

 Tier 1            Tier 2           Tier 3

Day & Date:

Crew Leader:

Crew Members:

Scheduled Hrs:

MONDAY April 8, 2025

J. Torres

Torres, Reyes, Nguyen

2.0 hrs

Property Service FormProperty Service Form

Weekly/Detail/Enhancement/Other

Quality Checklist (check before leaving)Quality Checklist (check before leaving)

11 Mowing straight and uniform, correct height for turf  & season

22 Crisp edge on all hard surfaces, driveways, sidewalks, curbs, bed lines

33

44 String trimming complete — trees, posts, signs, fences

55 Beds weeded and defined (if in contract)

66 Debris and litter removed from all visible areas

77 No scalping, rutting, or visible mower damage

88 Gates closed. Items returned to original positions

99 Equipment marks or tire tracks addressed

1010 Curb appeal: Would you put your name on this property?

# Quality Item Met Notes

All clippings blown off hard surfaces, beds, and mulch areas

Tier 2 standard: 8/10+ · Tier 1 standard: 9/10+ · HOA/Commercial: 10/10Tier 2 standard: 8/10+ · Tier 1 standard: 9/10+ · HOA/Commercial: 10/10
Quality score: Quality score: Photo Taken:Photo Taken: No Escalation Required:No Escalation Required:

I ALWAYS MY MEASURE
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Section 6 — Property Service Form- ExampleSection 6 — Property Service Form- Example

Chapter 9 · "The Quality Standard in Detail" and Crew Leader daily rhythm 
Crew Leader completes one form per property visit. 
Tier 1 properties require a photo.  Return Tier 1 forms to Ops Manager weekly.
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Section 6 — Property Service Form- BlankSection 6 — Property Service Form- Blank

Chapter 9 · "The Quality Standard in Detail" and Crew Leader daily rhythm 
Crew Leader completes one form per property visit. 
Tier 1 properties require a photo.  Return Tier 1 forms to Ops Manager weekly.

I ALWAYS MY MEASURE

Address:

Account Tier:

Service Type:

Property / Client: DAY & Date:

Crew Leader:

Scheduled 
Hrs:

Crew Members:

Actual
 Hrs:

Property Service FormProperty Service Form

 Tier 1            Tier 2           Tier 3

1

2

3

4

5

6

7

8

9

10

Equipment marks or tire tracks addressed

No scalping, rutting, or visible mower damage

Debris and litter removed from all visible areas

Gates closed. Items returned to original positions

String trimming complete — trees, posts, signs, fences

Beds weeded and defined (if included in service
contract)

All clippings blown off hard surfaces, beds, and mulch
areas

Overall curb appeal: Would you put your name on this
property?

Edging crisp on all hard surfaces — driveways,
sidewalks, curbs, bed lines

Mowing straight & uniform, correct height for turf type
and season

# Quality Item Met Fix Notes

Tier 2 standard: 8/10+ · Tier 1 standard: 9/10+ · HOA/Commercial: 10/10Tier 2 standard: 8/10+ · Tier 1 standard: 9/10+ · HOA/Commercial: 10/10
Quality score: Quality score: Photo Taken:Photo Taken: No Escalation Required:No Escalation Required:
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Section 6— NotesSection 6— Notes
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Section 7 — Weekly Cadence AgendasSection 7 — Weekly Cadence Agendas

Chapter 8 · "The Weekly Operational Cadence" — three meetings, ~60 total minutes/week. 
Run these every week without exception. The matrix provides clarity. The cadence provides rhythm.

Flags (5 min)Flags (5 min)

Matrix Check (5 min)Matrix Check (5 min)

Week Preview (5 min)Week Preview (5 min) 1.  What is on the schedule this week?
2.  Anything unusual to flag?

"Who owns what this week?" 
Any situation from last week
where criteria did not fit?

Client issues, equipment concerns, or
staffing gaps before the week starts?

Agenda Item What to Cover This Week's Notes

Monday Morning Standup — 15 MinutesMonday Morning Standup — 15 Minutes

Who: Owner, Ops Manager, Account Manager(s) · When: Monday morning before first truck rolls. 
Same time every week.

Who: Owner, Ops Manager, Account Manager(s) · When: Monday morning before first truck rolls. 
Same time every week.

Wednesday Ops Review — 30 MinutesWednesday Ops Review — 30 Minutes

Who: Owner + Ops Manager (one-on-one only) · When: Wednesday midday. 
Week is half done — real data to discuss.

Who: Owner + Ops Manager (one-on-one only) · When: Wednesday midday. 
Week is half done — real data to discuss.

Look-Ahead 
(5 min)

Look-Ahead 
(5 min)

Criteria Gaps 
(5 min)

Criteria Gaps 
(5 min)

Decision Debrief
(10 min)

Decision Debrief
(10 min)

Dashboard Review
(10 min)

Dashboard Review
(10 min)

Walk through 2–3 decisions made since
Monday. Within criteria? Calibrate if
needed.

1.  Review the 5 core KPIs. What moved?
2.  What did not? 
3.  On track to targets?

What in the second half of the week needs
visibility now?

Any situation where the criteria did not
fit? Refine the rule- do not abandon the
system.

Agenda Item What to Cover This Week's Notes
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Section 7 — Weekly Cadence Agendas- continuedSection 7 — Weekly Cadence Agendas- continued

Chapter 8 · "The Weekly Operational Cadence" — three meetings, ~60 total minutes/week. 
Run these every week without exception. The matrix provides clarity. The cadence provides rhythm.

Friday Close-Out — 15 MinutesFriday Close-Out — 15 Minutes

Who: Owner, Ops Manager, Account Manager(s) 
 When: Friday afternoon after last crew is in.

Who: Owner, Ops Manager, Account Manager(s) 
 When: Friday afternoon after last crew is in.

One Thing for Monday 
(2 min)

One Thing for Monday 
(2 min)

Client Pulse 
(3 min)

Client Pulse 
(3 min)

Misses 
(5 min)
Misses 
(5 min)

Wins 
(5 min)
Wins 

(5 min)

What did not go as planned? 
What did we learn? 
No blame — just diagnosis.

What went right this week? 
Name them specifically. 
Public acknowledgment builds culture.

One specific action or focus to carry into
the coming week.

Any client situations to carry into next
week?

Agenda Item What to Cover This Week's Notes



 

DESIGN YOURSELF OUT — COMPANION WORKBOOKDESIGN YOURSELF OUT — COMPANION WORKBOOK

dimensionalpd.com | paul@dimensionalpd.com | 571-800-7776

Section 7— NotesSection 7— Notes
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Section 8 — Weekly KPI Dashboard TrackerSection 8 — Weekly KPI Dashboard Tracker

Chapter 8 · "The KPI Dashboard for Landscape Operations" — start with the 5 core metrics. 
Update weekly. Post where your team sees it every day. One page. Always.

3- Overtime spend 
vs. budget

Weekly OT
dollars vs. target

4- Revenue per 
labor hour

Revenue ÷ total
labor hours

5- Complaint 
resolution time

Hrs from complaint 
to resolution

Ops Mgr escalations 
to owner

Ops Mgr contacts 
owner/week

Rework hours 
per week

Crew hours 
on rework

Avg. property 
quality score

From property
service forms

Client retention 
(rolling 12-mo)
Owner hrs on
others' decisions

Hours/week on
delegatable decisions

1- Escalation frequency 
to owner

Decisions/day
reaching owner

2- Client complaints 
per week

Total complaints
received

< 8/day

< 8 hours

+ or - 10%

Trend >

> 85%

< 8 hrs/wk

Trend <

8.5+ / 10

2–3
times/wk

ADD

ADD

ADD

ADD

C

C

C

C

C

ADD

Metric What It Measures Target Tier Wk1 Wk2 Wk3 Wk4 Wk5 Wk6 Wk7 Wk8 ↑

↓

5 CORE Metrics- Dashboard5 CORE Metrics- Dashboard

Add more over the first 90 days. If this dashboard does not fit on one page, it is too complicated. 
The Ops Manager owns data entry. You review it Wednesday.

Retained ÷ 
total clients

Trend <

Decisions reaching 
owner/day
Owner hrs on others' 
decisions/wk
Ops Mgr escalations to owner

Complaint resolution time

Overtime spend variance

25–40

18–22 hrs

Daily, multiple

24–48 hrs

High variability

15–20

14–16 hrs

Daily, 1–2×

12–24 hrs

Within 15%

10–15

10–12 hrs

3–4×/wk

8–12 hrs

Within 12%

8–12

6–8 hrs

2–3×/wk

4–8 hrs

Within 10%

Metric Before Day 30 Target Day 60 Target Day 90 Target My Actual

Day 30 / 60 / 90 Benchmark TargetsDay 30 / 60 / 90 Benchmark Targets
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Section 8— NotesSection 8— Notes
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Section 9 — 90-Day Implementation ChecklistSection 9 — 90-Day Implementation Checklist

Chapter 13 · "The 90-Day Implementation Plan" — full instructions and context in Chapter 13. 
Follow the sequence. Do not skip steps. Each step builds on the one before it.

Complete 1-week Decision Audit (Section 2 of this workbook)Complete 1-week Decision Audit (Section 2 of this workbook)

Build your Decision Rights Matrix- 15 Templates (Section 4)Build your Decision Rights Matrix- 15 Templates (Section 4)

Customize all 4 Laminated Role Cards for your company (Section 5)Customize all 4 Laminated Role Cards for your company (Section 5)

Set KPI dashboard baseline- record current metrics (Section 8)Set KPI dashboard baseline- record current metrics (Section 8)

Schedule all 4 handoff conversations (O/M, A/M, Crew Ldrs, Support)Schedule all 4 handoff conversations (O/M, A/M, Crew Ldrs, Support) Chapter 7Chapter 7

Chapter 4Chapter 4

Chapter 5Chapter 5

Chapters 9–12Chapters 9–12

Chapter 8Chapter 8

■ Task Book Ref. Date Done

Pre-Work — Before Day 1Pre-Work — Before Day 1

Handoff conversation with Ops Manager (first — highest impact)

Handoff conversation with Account Manager(s)

Group handoff with Crew Leaders — Ops Manager present

Handoff conversations with support roles (office, fleet, etc.)

Laminated cards distributed and posted at each workspace

First Monday Standup run with new cadence agenda

Run Mon/Wed/Fri cadence every week — no exceptions

Track redirect frequency (times you send someone back to matrix)

Begin collecting KPI data: escalation, complaints, OT spend

Day 30 audit: compare decision volume to pre-launch baseline

Chapter 7, 10

Chapter 7, 11

Chapter 7, 9

Chapter 7

Chapter 9–12

Chapter 8

Chapter 8

Chapter 13

Chapter 8

Chapter 13

■ Task Book Ref. Date Done

Phase 1 — Foundation · Days 1–30Phase 1 — Foundation · Days 1–30
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Section 9 — 90-Day Implementation Checklist- continuedSection 9 — 90-Day Implementation Checklist- continued

Chapter 13 · "The 90-Day Implementation Plan" — full instructions and context in Chapter 13. 
Follow the sequence. Do not skip steps. Each step builds on the one before it.

First Monthly Decision Review (60 min) with O/Mgr and A/Mgr

Identify criteria too vague, too tight, or missing — refine them

Update laminated cards to reflect any criteria adjustments

KPI dashboard updating weekly — Ops Mgr owns data entry

Expand decision authority where trust has been earned

Ask each team member: "1–10, how clear are you on what you own?" 
(Below 7 = fixit)
Day 60 audit: escalation frequency should be 
40–50% lower than Day 1

Chapter 8

Chapter 13

Chapter 8

Chapter 6, 8

Chapter 9–12

Chapter 8

Chapter 8, 13

■ Task Book Ref. Date Done

Phase 2 — Calibration · Days 31–60Phase 2 — Calibration · Days 31–60

Go back to Decision Inventory — add next 10–15 decisions to matrix

Run second round of handoff conversations for expanded authority

Second Monthly Decision Review: compare Month 1 vs. Month 2

Dashboard: 5 core + 3 additional metrics tracking weekly

All laminated cards updated to reflect first 60 days of learning

Compensation conversations initiated (if deferred during launch)

Owner hours on others' decisions: target under 8 hours per week

Schedule Quarterly Framework Assessment (Day 90 or shortly after)

Day 90: Repeat decision audit. Compare to original baseline. 
Quantify improvement.

Chapter 4, 5

Chapter 7

Chapter 8

Chapter 8

Chapter 9–12

Chapter 8

Chapter 8, 13

Chapter 8

Chapter 4, 13

■ Task Book Ref. Date Done

Phase 3 — Acceleration · Days 61–90Phase 3 — Acceleration · Days 61–90
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Section 9— NotesSection 9— Notes
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Section 10 — Handoff Conversation GuideSection 10 — Handoff Conversation Guide

Chapter 7 · "The Handoff Conversation" — full scripts and pushback handling in Chapter 7. 
One conversation per role. 30 minutes minimum. Do not rush. Use this sheet to capture notes.

Part 2 — 
Here Is How You
Decide

Part 1 — 
Here Is What
You Own

Part 4 — 
Here Is How I Will
Hold You Accountable

Part 3 — 
Here Is When You
Escalate

Walk through the laminated card.
Read the decisions out loud. Ask:
"Does this make sense?"

Describe the cadence. When you
will review decisions together. What
good-faith mistakes look like.

Walk through criteria for each
decision. Explain the logic behind the
numbers.

Walk through escalation triggers one
by one. Be specific. Use a real
example from last week.

Part What to Cover Notes

Handoff Conversation — Ops ManagerHandoff Conversation — Ops Manager

Pushback or questions raised:Pushback or questions raised:

Criteria adjustments agreed on:Criteria adjustments agreed on:

Owner sign-off: _________________________________Owner sign-off: _________________________________ Ops Manager sign-off: ________________________________________Ops Manager sign-off: ________________________________________
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Section 10 — Handoff Conversation GuideSection 10 — Handoff Conversation Guide

Chapter 7 · "The Handoff Conversation" — full scripts and pushback handling in Chapter 7. 
One conversation per role. 30 minutes minimum. Do not rush. Use this sheet to capture notes.

Part 2 — 
Here Is How You
Decide

Part 1 — 
Here Is What
You Own

Part 4 — 
Here Is How I Will
Hold You Accountable

Part 3 — 
Here Is When You
Escalate

Walk through the laminated card.
Read the decisions out loud. Ask:
"Does this make sense?"

Describe the cadence. When you
will review decisions together. What
good-faith mistakes look like.

Walk through criteria for each
decision. Explain the logic behind the
numbers.

Walk through escalation triggers one
by one. Be specific. Use a real
example from last week.

Part What to Cover Notes

Handoff Conversation — Account ManagerHandoff Conversation — Account Manager

Pushback or questions raised:Pushback or questions raised:

Criteria adjustments agreed on:Criteria adjustments agreed on:

Owner sign-off: _________________________________Owner sign-off: _________________________________ Acct. Manager sign-off:________________________________________Acct. Manager sign-off:________________________________________
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Section 10 — Handoff Conversation GuideSection 10 — Handoff Conversation Guide

Chapter 7 · "The Handoff Conversation" — full scripts and pushback handling in Chapter 7. 
One conversation per role. 30 minutes minimum. Do not rush. Use this sheet to capture notes.

Part 2 — 
Here Is How You
Decide

Part 1 — 
Here Is What
You Own

Part 4 — 
Here Is How I Will
Hold You Accountable

Part 3 — 
Here Is When You
Escalate

Walk through the laminated card.
Read the decisions out loud. Ask:
"Does this make sense?"

Describe the cadence. When you
will review decisions together. What
good-faith mistakes look like.

Walk through criteria for each
decision. Explain the logic behind the
numbers.

Walk through escalation triggers one
by one. Be specific. Use a real
example from last week.

Part What to Cover Notes

Handoff Conversation — Crew Leader(s)Handoff Conversation — Crew Leader(s)

Pushback or questions raised:Pushback or questions raised:

Criteria adjustments agreed on:Criteria adjustments agreed on:

Owner sign-off: _________________________________Owner sign-off: _________________________________ Crew Leader sign-off:________________________________________Crew Leader sign-off:________________________________________
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Section 10 — Handoff Conversation GuideSection 10 — Handoff Conversation Guide

Chapter 7 · "The Handoff Conversation" — full scripts and pushback handling in Chapter 7. 
One conversation per role. 30 minutes minimum. Do not rush. Use this sheet to capture notes.

Part 2 — 
Here Is How You
Decide

Part 1 — 
Here Is What
You Own

Part 4 — 
Here Is How I Will
Hold You Accountable

Part 3 — 
Here Is When You
Escalate

Walk through the laminated card.
Read the decisions out loud. Ask:
"Does this make sense?"

Describe the cadence. When you
will review decisions together. What
good-faith mistakes look like.

Walk through criteria for each
decision. Explain the logic behind the
numbers.

Walk through escalation triggers one
by one. Be specific. Use a real
example from last week.

Part What to Cover Notes

Handoff Conversation — Support/OtherHandoff Conversation — Support/Other

Pushback or questions raised:Pushback or questions raised:

Criteria adjustments agreed on:Criteria adjustments agreed on:

Owner sign-off: _________________________________Owner sign-off: _________________________________ Support sign-off:________________________________________Support sign-off:________________________________________
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Section 10— NotesSection 10— Notes
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Section 11 — Monthly & Quarterly Review TemplatesSection 11 — Monthly & Quarterly Review Templates

Chapter 8 · "Review Rhythms That Keep Decisions Distributed" — see Chapter 8. 
These reviews are how the framework stays alive. Schedule them before you need them.

Clarity Check 
(5 min)

Spotlight Wins 
(10 min)

Criteria Adjustments
(15 min)

Spotlight Lessons 
(10 min)

Dashboard Review 
(15 min)

Escalation Pattern
Review (5 min)

One decision that did not go well.
Criteria gap? Confidence gap?
Process failure?

Decisions escalating that should not?
Decisions not escalating that should?

Name 2–3 decisions that went well. 
Who made them. 
What criteria they used.

KPI trends from past 30 days. 
What moved? What did not? 
On track to benchmarks?

Which decision needs adjustment? 
What is wrong with current criteria? 
What should it say?

"1–10, how clear are you on what you own?"
Below 7 = action before next month.

Agenda Item

Authority expansions approved:Authority expansions approved:

Date of this review:Date of this review:
Top criteria adjustment this session:Top criteria adjustment this session:

What to Cover Notes / This Session

Monthly Decision Review — 60 Minutes · Chapter 8Monthly Decision Review — 60 Minutes · Chapter 8
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Section 11 — Monthly & Quarterly Review Templates- continuedSection 11 — Monthly & Quarterly Review Templates- continued

Chapter 8 · "Review Rhythms That Keep Decisions Distributed" — see Chapter 8. 
These reviews are how the framework stays alive. Schedule them before you need them.

Quarterly Framework Assessment — Half Day · Chapter 8Quarterly Framework Assessment — Half Day · Chapter 8

KPI Trend
Review

Matrix Evolution
Planning

Framework Health
Review

Team Development
Review

Compare current KPIs to Day 1 baseline.
Quantify improvement in hours and dollars.

What changes next quarter? 
New hires, new service lines, 
new revenue level?

Who is ready for expanded authority? 
Who needs more coaching? 
Compensation conversations?

Review all 15 templates. 
Thresholds still right for current revenue?
New decisions emerged?

Agenda Item What to Cover Notes / This Session

Authority expansions approved:Authority expansions approved:

Date of this review:Date of this review:
Top criteria adjustment this session:Top criteria adjustment this session:
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Section 11— NotesSection 11— Notes
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Ready to implement this with support?Ready to implement this with support?
This workbook gives you everything you need to implement the decision rights framework on your own.
Many owners do implement it themselves, on their timeline, at their pace.

If you want to move faster, or want an experienced operator alongside you through the installation, that is
what Paul does as a Fractional COO/ Advisor.

90-Day Infrastructure Build90-Day Infrastructure Build

Fractional COO EngagementFractional COO Engagement

Leadership Capacity 
Diagnostic
Leadership Capacity 
Diagnostic

Full installation of the decision rights framework.Full installation of the decision rights framework.

2-week deep dive. Full gap report. 90-day build plan.2-week deep dive. Full gap report. 90-day build plan.

Ongoing strategic operator inside your company. 6–12
months.
Ongoing strategic operator inside your company. 6–12
months.

$3,000 – $7,000$3,000 – $7,000

$18,000 – $30,000$18,000 – $30,000

$5,000 – $15,000/month$5,000 – $15,000/month

Engagement What It Includes Investment

Partial Services Schedule & FeesPartial Services Schedule & Fees

Design Yourself Out — Kindle | Paperback | Hardcover on Amazon

Search "Design Yourself Out Lukert" or visit: https://a.co/d/0bwzeeiI

Design Yourself Out — Kindle | Paperback | Hardcover on Amazon
Search "Design Yourself Out Lukert" or visit: https://a.co/d/0bwzeeiI

Schedule a call: bookme.name/coachlukert/lite/fractional-readiness-discovery-call 
Website: dimensionalpd.com · Email: paul@dimensionalpd.com 
LinkedIn: linkedin.com/in/dimensionalpd

Schedule a call: bookme.name/coachlukert/lite/fractional-readiness-discovery-call 
Website: dimensionalpd.com · Email: paul@dimensionalpd.com 
LinkedIn: linkedin.com/in/dimensionalpd

Contact PaulContact Paul

https://a.co/d/0bwzeeiI
http://bookme.name/coachlukert/lite/fractional-readiness-discovery-call
http://bookme.name/coachlukert/lite/fractional-readiness-discovery-call
http://linkedin.com/in/dimensionalpd
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