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- 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 6:47 AM. You haven’t znished your coffee. Your phone has already buHHed 

eleven times. Your ops manager wants to know if they should move the 

jenderson crew to the commercial Rob on 9oute x because rain is forecast for 

Thursday. Your account manager is asking whether to match a competitor’s 

bid on a renewal. A crew leader teqted a photo of a busted mower deck with a 

Nuestion mark and nothing else. Bo words, Rust a photo and a Nuestion mark, 

like some kind of landscaping riddle.

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

(y x AM, you’ve made fourteen decisions. (y lunch, twenty-siq. (y the time 

you znally sit down to work on the business )the strategic stuff, the growth 

planning, the reason you started this company in the zrst placeP, it’s 7 WM, 

and you’re running on fumes and whatever gas station sandwich you grabbed 

between site visits.
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jere’s what nobody tells you: 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. And 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.

Eelcome to the ceiling. You built it yourself, one answered Nuestion at a time.

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

Svery landscape company hits walls. Bot market walls or talent walls. 

3tructural walls. And they show up at predictable revenue levels like 

clockwork. I’ve seen it doHens of times for the past thirty years in this industry, 

and the pattern is so consistent it’s almost boring. Almost.

The $3M Wall: The Solo Pilot Problem

At $CM, you’re usually running three to zve crews )or more in 

maintenance-heavy operationsP. You probably know every client by name. 

You’re selling, scheduling, managing, and occasionally still Rumping on a 

mower or a skid steer, because honestly, it’s faster if you Rust do it yourself. 

Your brain is the org chart, the U9M, the operations manual, and the 

employee handbook all rolled into one.

This works. 2ntil it doesn’t.

At $CM, you hit the limit of what one brain can coordinate. Adding a siqth 

crew doesn’t Rust add 0%? more work. It adds eqponential compleqity. 

3cheduling conDicts multiply. Ulient communication gaps appear. Things 

start falling through cracks you didn’t even know eqisted. 3o, you hire an 

ops manager or a foreman, and for about four months, you feel like a genius. 

Then you realiHe they come to you for every decision anyway, and now you’re 

managing the manager while still managing everything else.

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

bottleneck.

The $6M Wall: The Delegation Mirage
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Uompanies that push through $CM often stall again around $6M. At 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. 

You’ve got titles and roles and maybe even an organiHational chart pinned to 

the wall in your ofzce.

(ut here’s the dirty secret: the org chart is decorative. Ehen the account 

manager has an upset client, who do they call1 You. Ehen the ops manager 

isn’t sure whether to rent a skid steer or buy a used one, who decides1 You. 

Ehen a crew leader wants to know if overtime is approved for a Rob that’s 

running behind, who gets the teqt1

You. Always you.

I call this the 8elegation Mirage. You’ve technically delegated tasks, but you 

haven’t delegated decisions. Your people have titles and responsibilities, but 

they don’t have authority. They have Robs but no decision-making rights. And 

there’s an enormous difference between the two.

Think of it this way: you gave your ops manager the steering wheel, but you 

kept the keys in your pocket. Svery time they need to actually go somewhere, 

they have to come znd you zrst.

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

If you’re lucky and stubborn enough to push through $6M, the wall at $5%M is 

where things get genuinely dangerous. At this scale, you’re typically running 

multiple divisions. Maybe maintenance, construction, and irrigation. You 

might have twenty-plus crews, a back ofzce, a Deet, and a real payroll.

The math gets ruthless. At $5%M with F% to 5%% employees, if each person 

wastes Rust 07 minutes a day waiting for a decision, looking for an answer, 

or redoing something because nobody was clear on the standard, that’s over 

C6,%%% hours of lost productivity per year. At an average cost of $C' per 

hour, that’s $5.06 million evaporating into thin air. Svery year. On decisions 

that should have been made at 7 AM by the person standing in front of the 

problem.
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I’ll break that 07-minute number down in detail in Uhapter 0. “or now, Rust let 

it sit there and make you uncomfortable.

Uompanies at $5%M also face what I call the Uompleqity Uliff. (elow $5%M, 

you can compensate for bad infrastructure with hustle. You can outwork the 

disorganiHation. Above $5%M, the physics change. The owner literally cannot 

be in enough places, make enough decisions, or hold enough conteqt in their 

head to keep the machine running through sheer willpower. 3omething must 

give, and usually it”s Nuality, margin, or the owner’s health. 3ometimes all 

three.

It’s Bot Ehat You Think It Is

Ehen owners hit these walls, they almost always diagnose the wrong 

problem. I’ve heard every version:

  GI Rust can’t znd good people.J

  GThe labor market is impossible right now.J 

  GEe need better software.J

  GI need to work on my leadership skills.J 

  GEe Rust need to push harder this season.J

Bone of these is the real problem. They’re symptoms. Svery single one.

Let me tell you about a company I have worked with. I’ll call them !reenLine 

Landscapes. Ehen I zrst met the owner, let’s call him 8ave, he was running a 

$'.FM operation with 6' employees. !ood reputation, solid client base, nice 

eNuipment. On the surface, a healthy company.

8ave was working 7% hour weeks and hadn’t taken a real vacation in 

three years. jis ops manager, who was talented and eqperienced, had 

GmanagerJ in his title but functioned more like a very eqpensive relay switch. 

Information went in, information went to 8ave, decisions came back from 
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8ave, information went out. The ops manager was basically a human email 

forward.

8ave had hired well. jis people weren’t the problem. jis market wasn’t the 

problem. jis pricing was zne. jis eNuipment was good. The problem was that 

nobody in his entire organiHation, from the account managers to the crew 

leaders to the ops manager himself, knew what they were allowed to decide 

on their own.

Bot because 8ave was a control freak. je wasn’t. je’d have loved for people 

to make more decisions. je said so constantly. je’d tell his ops manager, G–ust 

handle itVJ (ut Ghandle itJ without decision criteria is like telling someone to 

Gdrive somewhere niceJ without giving them a destination. 3ure, 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.

8ave didn’t have a people problem. je had a decision rights problem. je had 

never dezned, in clear and specizc terms, which decisions belonged to which 

roles, what criteria should guide those decisions, and what the boundaries of 

Ggood enoughJ looked like.

3o, everything Dowed uphill to 8ave. Svery. 3ingle. 8ay.

The Eord Bobody Eants to jear

I’m going to use a word that makes most landscape company owners’ eyes 

glaHe over:

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 Rust a fancy way of saying Gthe invisible stuff that makes 

the visible stuff work.J Your truck runs because of an engine you never see. 
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Your phone works because of networks you never think about. Your company 

should work the same way. 8ecisions are getting made, problems are getting 

solved, Nuality 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 U9M or a proRect management tool or whatever AI solution 

someone’s trying to sell you at the neqt trade show. Those things are useful, 

but they’re tools. And tools without a framework are Rust eqpensive shelf 

decorations.

The infrastructure that breaks through ceilings is clarity about decision 

rights. It’s a simple, documented, trained answer to one Nuestion that gets 

asked a thousand times a day across your organiHation:

Eho decides this, and based on what criteria1

That’s it. That’s the whole game. Ehen every person in your company knows 

what they own, what they escalate, and what GgoodJ looks like, you stop 

being the bottleneck and start being the leader. Your phone stops buHHing at 

6:47 AM. Your ops manager starts operating. Your crew leaders start leading.

And 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 zgure out where you truly stand. Answer 

these ten Nuestions honestly. Bobody’s grading you. This is between you and 

whatever’s left of your coffee.

If you disappeared for two weeks, what would happen?

5. Operations run smoothly. Bo disruption.

0. Minor hiccups, but nothing signizcant.

C. 3everal issues surface, but the team manages.

4. 8aily calls and escalations.
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'. Things stall or spiral Nuickly.

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

5. Almost none.

0. A few minor ones.

C. 'K5% per day.

4. 5%K0% per day.

'. Uonstant interruptions all day long.

Are decision thresholds clearly documented?

5. Yes. 8ollar limits and authority levels are written and known.

0. Mostly documented, minor gray areas.

C. 3ome verbal clarity, not formaliHed.

4. +ague. It depends on the situation.

'. Bo dezned thresholds. Sverything comes to me.

When problems escalate, why?

5. They are truly strategic or high-risk.

0. Mostly strategic, occasional clarity gap.

C. About half are avoidable.

4. Most are due to unclear authority.

'. Bearly all are because no one knows the rules.

Could your ops manager explain your standards without you present?

5. Ulearly and conzdently.
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0. Mostly, with minor uncertainty.

C. Wartially.

4. Only in limited areas.

'. Bo. They rely on you for Rudgment.

When margins dip, can you trace it to behavior?

5. Yes. Ee track decision behavior and *WIs.

0. 2sually.

C. 3ometimes, after digging.

4. 9arely.

'. Ee znd out too late.

Are you the default problem-solver?

5. 9arely. The system handles most issues.

0. Occasionally.

C. Often.

4. Almost always.

'. Always. Sverything routes through me.

Why do people escalate decisions?

5. Ulear authority and strong conzdence.

0. Authority clear, conzdence improving.

C. Miqed clarity.

4. Authority unclear.
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'. (oth authority and conzdence are unclear.

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

should make?

5. %KC hours.

0. CK' hours.

C. 'K5% hours.

4. 5%K0% hours.

'. 0%N hours.

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

5. Market conditions or capacity strategy.

0. 3ome market, some internal.

C. Sqecution inconsistency.

4. Leadership bottlenecks.

'. Sverything still Dows through me.

Scoring

10 to 20: You’re in good shape. You’ve probably already built some version of 

decision rights, even if you didn’t call it that. This book will help you formaliHe 

and scale what’s already working.

21 to 35: You’re at the tipping point. You’ve got some infrastructure, but the 

cracks are showing. You can feel the ceiling above you. This book is eqactly 

what you need right now, before those cracks become craters.

36 to 50: You are the ceiling. I don’t say that to be harsh. I say it because I’ve 

been there, and I’ve watched doHens of owners in your eqact position. The 

good news1 The zq is clear, it’s concrete, and it doesn’t reNuire blowing up 
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your company. It reNuires building the infrastructure that should have been 

there three revenue milestones ago.

Ehatever you scored, here’s what I want you to understand: this isn’t a 

character Daw. (eing the bottleneck isn’t a sign of poor leadership. It’s the 

natural conseNuence 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 Rust can’t get you to where you want 

to go.

What This Book Will Do For You

This book is not a manifesto. It’s not a memoir. It’s not going to spend 0%% 

pages inspiring you to Gwork on your business, not in itJ and then leave you 

wondering how.

This is a playbook. A zeld guide. A tactical manual for building the decision 

rights infrastructure that lets your company operate and grow without you 

in the middle of every conversation.

jere’s what you’re going to walk away with:

A clear framework for identifying which decisions belong to which roles in 

your company

“ifteen ready-to-use decision rights templates built specizcally for landscape 

operations. Bot generic business concepts translated to your industry, but 

scenarios you face every week.

9ole-specizc playbooks for crew leaders, ops managers, account managers, 

and branch managers that you can hand them on Monday morning

A x%-day implementation roadmap that tells you eqactly what to do in what 

order, including how to handle the resistance you’ll inevitably get

Math. 9eal numbers show you eqactly how much organiHational ambiguity is 

costing you, so you can stop guessing and start zqing.
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In Uhapter 0, we’re going to dig into the 07 Minute Wroblem and put a dollar 

zgure on the chaos. You’re going to see eqactly what unclear decision rights 

cost your company every single day. “air warning: you might need something 

stronger than coffee for that one.

(ut zrst, do me a favor. !o back to that self-assessment. Look at your score. 

And ask yourself one Nuestion:

If I got hit by a bus tomorrow, or better yet, if I Rust wanted to take my family 

to jawaii for three weeks, would my company run without me1

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

changes that answer.

OOO
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“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 Tve because nobody was sure whose call it was to make 

a change.

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

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 
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end of this chapter, you’ll have a number. Your number. And I’ll bet you it’s a 

lot bigger than you think.

2here C7 Minutes Fomes Lrom

:et me be upfrontH C7 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 

C7 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)

Nhis is the time your people spend waiting for answers they shouldn’t need to 

wait for. Nhe crew leader who texts you at 3H10 AM about a schedule change 

and doesn’t hear back until 7H5“. Nhe account manager who needs pricing 

approval, but you’re in the truck between sites. Nhe ops manager who has 

three decisions stacked up, but you’re on a call with a client.

Your people aren’t lazy during these gaps. Nhey’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 7H00 leaves at 7H5“. Lifteen 

minutes times four guys on the crew times Tve days a week. It adds up fast.

The Confusion Tax (6 to 10 minutes per day)

Nhis is time spent Tguring 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 Trst. 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.

Nhe confusion tax is sneaky because it doesn’t look like confusion. It looks like 

caution. It looks like your people are being ”careful.S But what they’re really 
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doing is protecting themselves from making a decision that might be wrong, 

because nobody ever told them what ”rightS looks like.

The Rework Tax (5 to 8 minutes per day)

Nhis is time spent Txing 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. Po, it gets redone.

Nhe 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. Nhen the account manager drives the property, sees it, and sends 

the crew back. Nwo hours of rework that could have been avoided with one 

simple ruleH edging is never optional on a full-service contract. (eriod.

Or the ops manager approves a subcontractor for a job, picks someone based 

on availability, and you Tnd out later that the pricing was $C,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)

Nhis 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 backTre. Nhey’ve been burned before. Nhey made a call, it was 

the wrong call )in your eyes8, and they got corrected. Po now they wait. Nhey 

check. Nhey ask.

Nhe hesitation tax is the organizational equivalent of a dog that’s been 

shocked by an invisible fence. Nhey 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 D to 5C minutes waiting. 3 to 50 confused. “ to D redoing. 1 to “ 

hesitating. Nhat’s CC to 1“ minutes per person per day, with C7 as a reasonable 
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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 Go the Math )Nhis Is ×oing to 6urt8

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

THE 27-MINUTE COST FORMULA

Rumber of employees = C7 minutes per day = working days per year = average 

cost per minute ÷ Annual Fost of Ambiguity

Average cost per minute ÷ )average hourly labor cost including burden8 " 30

'Burden' includes wages, payroll taxes, workers% comp, health insurance, and 

other employment costs. Lor most landscape companies, labor burden costs 

run 5.C“x to 5.4x 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 $CC“,000 per year. Nhat’s not a rounding 

error. Nhat’s a branch manager’s salary, then some. Nhat’s three new trucks. 

Nhat’s the difference between an D? net margin and a 5C? net margin.

And if you’re at $50ME You’re looking at $17D,000 per year. 2alking out the 

door. Invisibly. 2hile 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 C7 minutes. In reality, the loss isn’t distributed evenly. Your 

most expensive people )account managers, ops managers, project managers8 

are often the ones losing the most time because they’re the ones most 

frequently stuck in the decision queue. Po, the actual cost per wasted minute 

is higher for the roles that hurt the most.
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The Costs That Don’t Show Up in the Formula

Nhe C7-minute math is damning enough. But it only captures the direct cost 

of wasted time. Nhere 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. Nhey just start looking. 2hen 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 $D,000 to $5C,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 managerE $5“,000 to $C“,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.S Maybe. Or maybe your best 

people want to work somewhere they’re trusted to make decisions.

The Opportunity Cost

Qvery 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.

I once asked a landscape owner to track his time for one week. Rot roughly. 

Actually track it in Tfteen-minute increments. At the end of the week, he 

found that he’d spent CC hours on decisions that should have been made by 

someone else. Nwenty-two hours. Nhat’s almost three full working days. In 

one week. Ppent on things like approving overtime, deciding whether to send 



THE 27-MINUTE PROBLEM 17

a crew back to redo a mulch bed, and conTrming which truck to assign to a 

new project.

2hat would you do with CC extra hours a weekE I’m guessing you wouldn’t 

spend them approving purchase orders.

The Quality Cost

2hen 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. Nhe client 

gets two different experiences and wonders why the service is inconsistent.

Uuality issues lead to client complaints. Flient complaints lead to 

concessions, credits, and sometimes lost accounts. Qvery 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.S It just shows up as churn. And you blame the market, or the client, 

or the crew.

The Growth Ceiling Cost

Nhis is the big one, and it circles back to Fhapter 5. Qvery 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 $50M 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 Nale of Nwo Fompanies
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:et me give you a picture of what this looks like in practice. Nwo landscape 

companies, same metro area, same services, roughly the same revenue. 

Around $3M each. But radically different results.

Fompany AH (recision :andscapes

Nhe owner of (recision :andscapes )not the real name, but the real story8 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 WouterS behind his back, and honestly, it was an accurate 

description.

Margins were thin. Nurnover was high. Nhe company had been stuck between 

$“.“M and $3.CM for four years. 6e’d tried adding salespeople. 6e’d tried new 

software. 6e’d tried a leadership retreat )his wordsH ”four thousand dollars 

for a ropes course and trust fallsS8. 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.

2hen we ran the numbers, organizational ambiguity was costing (recision 

roughly

$C50,000 a year in direct productivity loss. Add in the turnover costs )they’d 

lost three crew leaders and an account manager in the previous eighteen 

months8 and the opportunity cost of the owner’s time, and the real number 

was closer to $400,000.

Fompany BH Widgeline (roperty Pervices

Widgeline )also not the real name8 was run by an owner who, almost by 

accident, had built a basic version of decision rights. Phe’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.
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Over three years, she’d built a growing collection of ”if this, then thatS 

guidelines. It wasn’t fancy. It lived in a shared ×oogle Goc 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 $C00 for a legitimate 

complaint. 6er ops manager knew the budget thresholds for equipment 

decisions.

Nhe resultE Widgeline was running at roughly the same revenue as (recision, 

but the owner was working 4“ hours a week. Nurnover was half of (recision’s. 

Margins were three points higher. And here’s the kickerH Widgeline grew to 

$D.“M the following year while (recision stayed *at.

Pame market. Pame labor pool. Pame types of clients. Fompletely different 

infrastructure. Fompletely different outcomes.

Falculate 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. Gon’t 

overthink it. Mse the best numbers you have. Nhis doesn’t need to be audited. 

It just needs to be honest.

YOUR COST OF AMBIGUITY WORKSHEET

  Ptep 5H 6ow many total employees do you haveE

  Ptep CH 2hat is your average burdened hourly labor costE

  )If you’re not sure, take your average wage and multiply by 5.1.8

  Ptep 1H MultiplyH

  Qmployees = C7 minutes = C“0 working days ÷ total wasted 

minutes per year

  Notal wasted minutes " 30 ÷ total wasted hours per year

  Notal wasted hours = burdened hourly rate ÷ YOMW ARRMA: 
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FOPN OL AMBI×MINY

  Ptep 4H 2rite that number down.

  Ptep “H Row answer honestlyH

2hat would you do with that money if you could recover even half of itE

If you want a shortcut, here’s the quick versionH take your employee count, 

multiply by $1,“00, and you’ll be in the right neighborhood. Lifty employeesE 

Woughly $57“,000. A hundred employeesE Woughly $1“0,000. It’s not precise, 

but it’s close enough to make the point.

2hy Nhis Matters More in C0C3 Nhan Qver 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. 2e’re doing Tne. 

2hy should I care nowES

Because the margin for error is shrinking. Last.

Live years ago, you could absorb $C00,000 in hidden waste because margins 

were healthier, labor was more available, and clients weren’t as price 

sensitive. Nhe math forgave sloppiness. Rot anymore.

Material costs are elevated and are not coming back down. Insurance 

premiums have climbed for three consecutive years. Nhe 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, M(P 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 

Tve-hour job into six hours and a clear decision into a twenty-minute phone 

tag session.
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Nhe C7-minute problem isn’t a nice-to-Tx. It’s a have-to-Tx. And the 

companies that Tx it Trst are going to pull ahead while everyone else wonders 

why they’re falling behind.

Nhe ×ood Rews

6ere’s the part I enjoy telling peopleH this is Txable. All of it. Nhe waiting, 

the confusion, the rework, the hesitation. Qvery one of those minutes can be 

recovered. Rot all at once, and not overnight, but systematically, predictably, 

and permanently.

Nhe solution isn’t complicated. It’s not a six-Tgure 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 ”goodS looks like.

In Fhapter 1, I’m going to show you why the things you’ve probably 

already tried )hiring more people, buying software, working harder8 haven’t 

solved this problem, and what actually does. Nhen in (art C, we’ll build the 

framework together, step by step.

But before you turn the page, go back to that worksheet. 2rite down your 

number. (ut a circle around it. Maybe tape it to your desk, your dashboard, or 

your bathroom mirror.

Because that number isn’t just what you’re losing. It’s what you’re about to 

get back.

NNN
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“We spent $40,000 on software, hired two new managers, 

and I started waking up at 4:30 AM. A year later, nothing had 

changed except I was more tired and more broke.” 

-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: “We Just Need to Hire More People”
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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. Fdd a proIect coordinator.

So, you do. Fnd for a few weeks, things feel better. The new person absorbs 

some of the workload. qires 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”W ?Xhat do we do when the client wants :”W ?Ls this my 

call or should L check with you”W 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.

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 C5 people to being the bottleneck for 

CC.

L worked with a company outside of 1harlotte that had hired three 

?managersW in eighteen months, trying to solve this exact problem. Fn 

operations manager, a client services manager, and a 0eet manager. 

1ombined salary costJ roughly $2DP,PPP. 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.

Xhen L asked one of the managers what he was empowered to decide without 

calling the owner, he laughed. ?Technically” Xhat to have for lunch”W

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 
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widen the road all you want. Lf every car still must stop at the same booth, 

trafGc doesn’t improve.

Solution #2: “I Just Need to Work Harder”

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 86F. Lt’s your 

identity.

So, when the company stalls, your Grst instinct is to push harder. Xake up 

earlier. Stay later. Fnswer emails at DP (M. Xork 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. Fnd no amount of extra hours will Gx a structural problem.

Think about it mathematically. There are DC) hours a week. Het’s say you’re 

already working C5. You sleep C hours a night 4which is less than you should, 

by the wayR. That’s z2 hours for sleep. You’re left with CD hours for everything 

elseJ family, health, eating, driving, basic human existence. Lf you push to 75 

hours a week, you gain DP more hours of work capacity, but you lose them 

from an already thin slice of life.

Fnd what do those DP 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.
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The ?work harderW solution has its own ceilingJ your physical and mental 

capacity. Fnd when you hit it 4not if, whenR, the failure isn’t gradual. Lt’s 

sudden. F health scare. F family crisis. Burnout that turns you from a driven 

operator into someone who can barely get through Monday morning. L’ve 

seen all three.

Your company doesn’t need more of your hours. Lt needs less of your 

involvement in decisions that should be made by others.

Solution #3: “We Need Better Software”

jo to any landscape industry trade show, and you’ll be surrounded by 

software companies promising to transform your operations. 1EMs, 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 convincing.

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.

Fnd each time, the same thing happens. You implement it with great 

enthusiasm. There are training sessions. There’s an onboarding period. qor 

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 $D,2PP 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” Fn expensive 

dashboard that nobody looks at.
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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.W

Software automates processes. But if the underlying process is ?everyone 

asks the owner,W then you’ve Iust automated the bottleneck. You’ve made 

it faster for people to reach you with “uestions they shouldn’t be asking. 

1ongratulations, 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. Xhen 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.W 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 #4: “We Need Leadership Development”

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.

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. 

Fll excellent skills. But if he still must call you before approving a $5PP 

e“uipment repair, what exactly did the training accomplish”
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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. Fnd 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 critici*ed his managers for not 

?stepping upW and ?taking ownership.W 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 #5: “We Need to Reorganize”

Xhen all else fails, the instinct is to restructure. Move the org chart around. 

1reate new reporting lines. 1ombine departments. Split departments. 

(romote someone. 1reate a new title. Fdd a layer between you and the front 

lines.

Eeorgani*ing 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 reorgani*ations are Iust rearranging deck 

chairs. Lf the fundamental “uestion 4?who decides what”WR 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.
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L’ve seen companies reorgani*e 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.W 

They didn’t. Because the account managers still didn’t know what they were 

empowered to decide, regardless of who they reported to.

Eeorgani*ation 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.

Xhen you 0ip that order and try to solve decision problems with structural 

changes, you Iust create a different-shaped mess.

The Common Thread

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 *one 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.

Xhat happens” The “uarterback checks the sideline on every play. The 

cornerback hesitates at the snap. The punt team plays it safe every single 

time. Fnd you, standing on the sideline, are making 5P real-time decisions 

per game that your players should be making on the Geld.
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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 

authori*ed to do on their own and what re“uires a call to the sideline. Then 

practice it. Then trust it.

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

work.

What Actually Works

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 organi*ational structure doesn’t matter. Fll of those things are 

valuable.

But they only have value after you’ve built the foundation. Fnd 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.



DESIGN YOURSELF OUT30

8ecision rights aren’t a replacement for these other solutions. They’re the 

prere“uisite. They’re the operating system that everything else runs on. 

Xithout them, every other investment underperforms. Xith them, every 

other investment multiplies.

The Right Sequence

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

Clarity Rrst. Tesources second. (ools third.

qirst, 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. 1larity 

doesn’t emerge. Lt’s built. 8eliberately. On purpose. Xith intention.

That’s what (art 2 of this book is about. Xe’re going to build your decision 

rights framework from the ground up. 1hapter by chapter. Starting with 

mapping every decision in your organi*ation, then building the matrix that 

assigns ownership, and then deGning what ?goodW 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.

FFF
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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 
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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 specixc decisions within each category will vary by company 

size, service miU, and market, but the categories themselves are remarkably 

consistent.

Ynderstanding these categories is the xrst step toward building your decision 

rights matriU in Chapter 5. Think of this as creating the xling system before 

you start xling.

Scheduling and Routing Decisions

These are the decisions that determine who goes where, when, and in what 

order. They happen before the xrst truck rolls in the morning, and they keep 

happening throughout the day as conditions change.

EUamples: Which crew handles which route today? Whether to shufSe 

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.
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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 eUperience 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.

EUamples: 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 neUt visit. How to manage eUpectations 

when weather delays a scheduled service.

Client relationship decisions are emotionally charged, which is eUactly why 

they tend to get escalated to the owner. Qour 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. No 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.

EUamples: 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 
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decisions, so nobody else can replicate them. We’ll address eUactly how to 

solve this when we build the decision rights matriU in Chapter 5.

People and Stafqng Decisions

Anything related to your workforce: hiring, xring, 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.

EUamples: 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 conSict 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 dexne 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.

EUamples: 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. Qour ops manager should be able to approve repairs 

up to a dexned amount without calling you. We’ll set those thresholds in 

Chapter 5.
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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.

EUamples: 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 dexne “acceptable” 

on a rainy day versus a perfect day.

Duality 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 dexned 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.

EUamples: 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, eUtreme heat, ice). Whether a crew member is xt to operate 

equipment. How to manage a situation where a client’s property presents a 

safety hazard.

Nafety 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. Vo call 

required. Vo approval needed. If your people feel like they need permission 

to be safe, you have a problem that goes beyond organizational efxciency.

bendor and SuBcontractor Decisions
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Fecisions 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.

EUamples: 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.

7endor decisions are another category where clear dollar thresholds make 

delegation straightforward. Qour ops manager or project manager should be 

able to make vendor selections within dexned parameters without running 

it up the chain.

Qinancial and Audget Decisions

Fecisions about spending money, tracking money, and managing xnancial 

performance. These range from small daily eUpenditures to major capital 

commitments.

EUamples: 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.

%inancial 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
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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 Sow.

EUamples: 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 xU 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 eUactly when to handle it, when to inform, and when 

to escalate, 803 of your bottlenecks disappear.

The Decision :uditY -our OneWkeeX HWRaV

Vow that you know the ten categories, it’s time to see what’s actually 

happening in your company. Vot what you think is happening. Vot 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 eUercises you’ve ever done as a business owner. %or one week, 

I want you to track every decision you make.

Every. Single. One. The big ones and the small ones. The teUts, 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 eUtra work for a guy 

who’s already drowning.” Qou’re right. It is eUtra work. %or one week. And the 

data you’ll gather in that one week will show you eUactly where your time is 

going, which decisions you should never be touching, and where the biggest 

gaps in your decision infrastructure eUist.
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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. Qou don’t need fancy software for this. A notebook, a note on 

your phone, or a simple spreadsheet will work. %or every decision that comes 

to you, capture xve things:

kw:T TO C:PT?RE

1. The decision

  EUample: Nhould we send the crew back to redo edging on the 

Miller property?

  Why it matters: Identixes the actual question being asked

2. kho Brought it to Vou(

  EUample: Account manager

  Why it matters: Nhows who is escalating and how often

R. The categorV )1 through 10v

  EUample: Category 6 / Duality and Ntandards

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

4. woU long did it taXe(

  EUample: 4 minutes, including the callback

  Why it matters: Duantixes your personal time drain

5. Should it ha’e come to Vou(

  EUample: Vo. The crew leader should own quality standards.
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  Why it matters: Identixes decisions ready to delegate

Vumber 5 is the money question. Be honest with yourself. %or 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 eUercise. 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. %or 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. Qou’ll notice you’re answering 

the same question, or close variations of the same question, repeatedly. “Can 

I approve overtime?” “Nhould we send a crew back?” “What do I tell this 

client?” Each repeating question is a decision right waiting to be dexned. 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.

Qour most eUpensive 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
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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 matriU in Chapter 5.

Here’s a simplixed 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

  Faily crew assignments and route adjustments

  •ain day rescheduling

  Handling call-outs and no-shows

  Priority callback assignments

  Nplitting or combining crews for efxciency

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
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  •enewal pricing when costs have changed

  Change order pricing on construction jobs

  Fiscount 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 conSicts

Ey?NP8EGT :GD QLEET

  •epair vs. replace decisions

  •enting equipment for a specixc job

  Pulling backup equipment

  Taking equipment out of service

  Emergency breakdown response

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

  Fetermining if a property meets quality standards

  Nending crews back for rework

  Adjusting standards for weather conditions

  Handling underperforming crews

S:QET-
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  Ntopping work for unsafe conditions

  •esponding to injuries or near misses

  Weather-related shutdowns

  Equipment xtness decisions

  7EVFO•N AVF NYBCOVT•ACTO•N* Nelecting vendors for material 

orders* Bringing in subcontractors* Handling vendor delivery 

issues* Vegotiating 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

  Focumentation and formal reporting triggers

This isn’t meant to be eUhaustive. Qour 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 specixc. “Client complaints” is a category. “What to do 

when a residential client says the mowing height is wrong” is a decision. The 
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more specixc you get, the easier it will be to assign clear ownership in the neUt 

chapter.

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

By the time you’ve completed your audit and xlled out your decision 

inventory, you’re going to have something most landscape companies never 

build: a clear, honest picture of how decisions actually Sow through your 

organization.

Qou’ll see where the bottlenecks are. Qou’ll see which categories are 

consuming your time. Qou’ll see which people are escalating the most. 

And most importantly, you’ll see the pattern: dozens, maybe hundreds, of 

decisions that have been Sowing to you by default simply because nobody 

ever dexned 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. Qou’re not guessing about what to delegate. Qou’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. 

Nick because he could xnally 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 xU was achievable. The decisions weren’t complicated. They 

just needed an owner.

Vot him. An owner at the right level, with the right criteria, and the right 

authority.

In Chapter 5, that’s eUactly what we’re going to build. The Fecision •ights 

MatriU. 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.
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But xrst, go do the audit. One week. Write everything down. I promise you, 

the effort is worth it. Qou 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. Ntart Monday. I’ll be here when you’re ready.

MMM
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“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.

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

Dhe Recision Fights 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)

5. 2hen does it escalate3 (Ander what conditions should it move up3)

I. 2ho gets informed3 (2ho needs to know after the decision is made3)
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qive columns. Dhat’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 1: Start With Your Top 20

Ron’t try to build the matrix for every decision at once. Dhat’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. Dhe ones that 

showed up every day or multiple times per day. Dhe ones that consume most 

of your time. Dhe ones you found yourself answering repeatedly.

Dhese 48 decisions probably represent %8 to S8E 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. Htart here. Cxpand later.

Step 2: Assign Ownership

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

to own this decision3

Tot who currently makes it. Tot 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

Pere’s a useful rule of thumb j call the Closest Capable Person principle. Dhe 

best person to decide is the person closest to where the decision happens, 

who has enough context and competence to make a good call. Tot the 

smartest person. Tot the most senior person. Dhe 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 
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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.

Dhe “losest “apable 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. Hpeed and 

proximity matter more than perfection in 98E of daily operational decisions.

Step 3: DeCne the 4riteria

Dhis 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. Ase numbers where you can.

Gad criteriaW ”Ase 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 Dier ? account. qor anything 

beyond 4 hours, get ops manager approval.'

Gad criteriaW ”Pandle client complaints appropriately.'

6ood criteriaW ”qor service 1uality complaints, offer a redo within 5S 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.'

Hee the difference3 Dhe :rst version sounds nice, but it gives your people 

nothing to work with. Dhe second version gives them a clear lane, a clear 

limit, and a clear trigger for when to pass it up. Dhey can act with con:dence 

because they know exactly where the boundaries are.

Step E: Set the cs5alation Triggers
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Cvery decision right needs a fence. Tot to restrict people, but to protect them. 

Cscalation triggers are the conditions under which a decision should move up 

the chain. Dhey 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. Dhey’re based on dollar 

amounts, risk levels, or speci:c conditions, not on feelings or instincts.

Cxamples of good escalation triggersW

  C1uipment repair cost exceeds $?,I88

  Dhe 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 ?IE

  Dhe decision involves terminating an employee

  Hubcontractor cost exceeds $I,888 on a single 7ob

Dhe 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

$?,I88, it goes up. Ander $?,I88, it’s his call. Himple. “lear. To ambiguity.

Step I: DeCne the fnmorFation qlow

Dhe last column answersW who needs to know after this decision is made3 

Dhis is different from escalation. Cscalation means ”j need approval before 

acting.' jnformation Now means ”j’ve already acted, and here’s what you 

should know.'

Dhis distinction matters enormously. One of the biggest fears owners have 

about delegating decisions is losing visibility. Dhey’re afraid that if they don’t 

make the decision, they won’t know what’s happening. Dhe information Now 
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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). Pe doesn’t need your approval, but you want to know about 

it. Ho, 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.

Home decisions need real-time information Now (”Dext the owner 

immediately'). Home only need periodic updates (”jnclude in weekly ops 

report'). Match the urgency of the information Now to the decisionVs impact.

Dhe Matrix in LctionW L “omplete Cxample

0et me show you what information is included in a :nished matrix for one 

category. Pere’s a sample for C1uipment and qleet decisions at a $JM to $SM 

landscape companyW

c&uipFent R qleet De5ision Matrix

?. vepair .s( vepla5e U$nder ,1)I00J

  OwnerW Ops Manager

  “riteriaW Fepair if the cost is less than 58 percent of the 

replacement value and the e1uipment is under I years old.

  Cscalation DriggerW Fepair estimate exceeds $?,I88, or e1uipment 

is critical to next-day operations.

  jnformation qlowW Owner receives summary in weekly 

e1uipment report.

4. vepair .s( vepla5e UO.er ,1)I00J

  OwnerW Owner

  “riteriaW Feview repair history, remaining useful life, and budget 
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availability.

  Cscalation DriggerW Tot applicable. Dhis is an Owner-level 

decision.

  jnformation qlowW Ops Manager and “ontroller informed after 

the decision.

U. vent c&uipFent mor a kob

  OwnerW Ops Manager

  “riteriaW Fent if owned e1uipment is unavailable and 7ob revenue 

exceeds three times the rental cost.

  Cscalation DriggerW Fental exceeds $4,888, or commitment 

extends beyond two weeks.

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

5. cFergen5y BreaPdown on Site

  OwnerW “rew 0eader

  “riteriaW “ontact Ops Manager immediately.

  Bull backup e1uipment if available within thirty minutes.

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

  Cscalation DriggerW Lny breakdown that could result in a missed 

client commitment.

  jnformation qlowW Ops Manager noti:ed immediately.

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

I. TaPe a Tru5P Out om Ser.i5e

  OwnerW Ops Manager
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  “riteriaW Femove from rotation if safety inspection fails or repair 

is scheduled within forty-eight hours.

  Cscalation DriggerW Femoval impacts next-day crew deployment.

  jnformation qlowW Owner and affected “rew 0eaders noti:ed.

qive decisions. Cach one has a clear owner, speci:c criteria, an ob7ective 

escalation trigger, and a de:ned information Now. To ambiguity. To ”use 

your 7udgment.' To need to call anyone unless the trigger conditions are met.

Tow 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. Dhe estimate comes back at $?,?88. Your 

ops manager glances at the matrix. Ander $?,I883 Pis call. Dhe e1uipment 

is three years old, and the repair is U8E of the replacement value. Fepair it. 

Rone. Recision made in two minutes. To phone call to you. To waiting. To 

bottleneck.

Dhat’s the matrix at work. Multiply those times 48 decisions a day, and you 

start to see how everything changes.

The 1I De5ision vights TeFplates

You should not have to invent this framework from scratch.

Gelow are ?I core decision categories that cover nearly every recurring 

decision inside a landscape operation.

Cach 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). Dhe 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.
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TeFplate cxaFple: c&uipFent Hur5hases

Dhis template de:nes who has the authority to spend company money on 

tools, repairs, rentals, and e1uipment.

  RecisionW Lpproval of e1uipment purchases, rentals, and repair 

expenses.

  Owner: 

  “rew 0eaderW qield supplies and minor materials up to a de:ned 

daily limit.

  Operations ManagerW Fepairs and rentals within established 

thresholds.

  OwnerW “apital purchases or expenses exceeding threshold 

limits.

  4riteria

  Must support an active 7ob or operational need

  Must fall within budget

  Must use approved vendors

  Must meet safety and 1uality standards

  cs5alation Trigger

  Hingle purchase exceeding threshold

  Fepeat repair of the same asset

  “apital e1uipment replacement decision

  fnmorFation qlow

  2eekly summary of e1uipment spends in the Monday operations 
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review

  Cscalated items documented in the shared tracking sheet

Dhis template prevents two common problemsW overspending without 

oversight and unnecessary approval bottlenecks.

TeFplate 2: 6iring and qiring

  Re:nes who can hire seasonal crew members, who can approve 

management hires, and who handles terminations.

  Dhe logicW Piring authority should match budget responsibility. 

Derminations re1uire clarity and documentation standards to 

protect culture and legal exposure.

TeFplate 3: 4lient Hri5ing

  Re:nes authority for enhancement pricing, renewals, discounts, and 

competitive bids.

  Dhe logicW Margin guardrails must be ob7ective. Lccount managers 

should operate inside clear pro:tability bands without needing daily 

approval.

TeFplate E: 4hange Orders

  “lari:es who can approve scope changes based on dollar value and 

contract impact.

  Dhe logicW Hmall operational ad7ustments stay in operations. 

“ontract-altering changes escalate.

TeFplate I: 4rew AssignFents

  Re:nes ownership of daily routing, crew swaps, and priority 

ad7ustments.

  Dhe logicW Fouting is an operations function. Owner involvement 
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here signals structural weakness.

TeFplate 7: S5hedule 4hanges

  Cstablishes authority for rain delays, call-out coverage, and route 

rebuilds.

  Dhe logicW 2eather and attendance disruptions should not create 

daily executive escalation.

TeFplate V: 8endor Sele5tion

  Re:nes authority to select vendors and approve vendor 

commitments.

  Dhe logicW Breferred vendor lists reduce chaos. 0ong-term 

commitments re1uire oversight.

TeFplate 9: Samety fn5idents

  Re:nes stop-work authority and reporting re1uirements.

  Dhe logicW Hafety decisions must prioritize immediacy over hierarchy. 

Cscalation triggers protect the company from ma7or exposure.

TeFplate Q: 4lient 4oFplaints

  “lari:es credit limits, redo authority, and escalation triggers for 

at-risk accounts.

  Dhe logicW qast resolution builds trust. Battern-level issues re1uire 

leadership review.

TeFplate 10: Budget 8arian5es

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

  Dhe logicW *ariance inside a de:ned range is management. Geyond 

that is strategic correction.
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TeFplate 11: zuality fssues

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

  Dhe logicW qield-level 1uality should be corrected immediately. 

Batterns re1uire management intervention.

TeFplate 12: c&uipFent BreaPdown De5isions

  “lari:es repair versus replace authority and downtime 

management.

  Dhe logicW Operational repairs stay in operations. Fecurring capital 

decisions escalate.

TeFplate 13: Sub5ontra5tor $se

  Re:nes spending authority and approval re1uirements for 

subcontractors.

  Dhe logicW Hhort-term subcontracting is tactical. 0ong-term 

commitments affect margin structure.

TeFplate 1E: Weather 4alls

  Cstablishes delay authority and schedule rebuild triggers.

  Dhe logicW Raily delays stay in operations. Multi-day disruptions 

re1uire structured planning.

TeFplate 1I: O.ertiFe Appro.al

  Re:nes overtime thresholds and weekend work escalation rules.

  Dhe logicW Overtime should be controlled by proximity to production, 

not by executive bottleneck.

6ow to 4ustoFi@e These TeFplates
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Dhese templates are starting points, not gospel. Your company has its own 

context, its own risk tolerance, and its own people. Pere are the variables you 

should ad7ustW

Rollar thresholds. L $UM company and a $?IM company need different 

spending limits. Dhe 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. 

Dhe principle stays the sameW de:ne a number, make it ob7ective, and make it 

known.

Fole titles. jf you don’t have a ”Bro7ect Manager' but your ops manager 

handles that function, swap the titles. Dhe matrix cares about the role, not 

the name on the business card.

Cscalation levels. Home owners want a tighter escalation structure, especially 

in the :rst 98 days of implementation. Dhat’s :ne. Htart 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.

“lient tiering. You’ll notice several templates reference ”Dier ? 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 ?I clients by revenue or 

strategic value are Dier ?. Cveryone else is Dier 4. Home companies add a Dier U 

for smaller or higher-maintenance accounts. Dhe 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. Dhe goal is to move from ”real-time oversight' to ”periodic 

visibility' over the :rst 98 days.

The One Thing That MaPes the Matrix WorP
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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.

Dhis is the hardest part of the entire book. Parder than the audit. Parder 

than building the matrix. Parder 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.'

Dhe 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.

Ho, 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 “hapter 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.
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“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.” 

-Owner of a $6.5M landscape company

Y ou’ve built your matrix. You’ve assigned ownership. You’ve set 

escalation triggers. On paper, your decision rights framework looks 

clean and logical and ready to deploy.

But here’s where theory meets reality: your ops manager is staring at a 

situation that falls squarely within his authority on the matrix, and he’s still 

hesitating. Not because he doesn’t know it’s his call. He knows that. He’s 

hesitating because he doesn’t know if you’ll think his decision was good 

enough.

This is the gap that kills most delegation efforts. You told him what to decide. 

You didn’t tell him what a good decision looks like. And in the absence of clear 

criteria for success, your people will default to one of two behaviors: they’ll 

play it so safe that nothing changes, or they’ll make a bold call and spend the 

next week wondering if they’re going to get corrected for it.
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Neither of those is what you want. What you want is conEdent 

decision-making within deEned parameters. And that requires you to do 

something most landscape owners have never done: articulate the invisible 

standards that live in your head.

This chapter is about getting those standards out of your head and onto 

paper, in a way that’s speciEc enough to be useful and Iexible enough to 

survive the real world.

The Mind Reader Problem

“very landscape owner ”’ve worked with has a version of this story. You hire 

a good person. You put them in a role. You tell them to 1make it their own.0 

They make a decision. And you correct it. Not because it was wrong, exactly, 

but because it wasn’t how you would have done it.

The account manager offers a $?5S service credit for a legitimate complaint. 

You would have offered $?SS and a redo. Was the $?5S wrongj Not really. The 

client was happy.

The problem was solved. But it wasn’t your number, so it felt wrong.

The ops manager schedules a crew to work on Gaturday to catch up after a 

rainy week. You would have pushed the work to Monday and Cuggled the 

schedule. Was Gaturday wrongj The work got done. The clients were served. 

The crew got overtime, which they were happy to have. But it wasn’t your 

approach, so it felt wrong.

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.

The solution isn’t to lower your standards. The solution is to deEne them. 

“xplicitly. ”n writing. ”n terms that are speciEc enough for someone other 

than you to apply.
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The Three Layers of Decision Criteria

2ood decision criteria operate on three layers. Most owners only think about 

the Erst one and wonder why their people still can’t get it right.

Layer 1: The Boundary (What You’re Allowed to Do)

This is the most basic layer, and it’s what the matrix already provides. ”t’s the 

1yes or no0 of decision rights. 7an the crew leader approve overtime for up to 

two hoursj Yes. 7an the account manager issue a credit up to $%SSj Yes. 7an 

the ops manager approve a repair up to $?,5SSj Yes.

Boundaries deEne the playing Eeld. They tell your people where the lines are. 

But they don’t tell them how to play the game. A crew leader who knows he 

can approve overtime up to two hours still doesn’t know when he should. 

“very timej Only for Tier ? clientsj Only when the Cob is more than F5( 

completej The boundary alone isn’t enough.

Layer 2: The Guideline (How to Think About It)

This layer provides decision-making logic. ”t’s the 1if this, then that0 that 

turns a boundary into an actionable standard.

“xamples:

Overtime: 1Approve up to % hours when the Cob is at least F5( complete and 

Enishing today avoids a return trip. )or Tier ? accounts, approve up to % hours 

regardless of completion percentage to avoid visible service gaps.0

7lient credits: 1)or valid quality complaints on the most recent visit, offer a 

redo Erst. ”f the client prefers a credit, approve up to $%SS. )or complaints 

about visits more than F days old, offer redo only Rno credit4 unless the client 

has photographic documentation.0

“quipment repair: 1Depair if the cost is under zS( of replacement value AN' 

the equipment is under 5 years old AN' there’s no history of the same repair 

in the past ?% months. ”f any of those three conditions fail, Iag for replacement 

review.0
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Gee how much richer these are than Cust the boundaryj They give your people 

a way to think, not Cust a limit to stay within. They transform 1use your 

Cudgment0 into 1here’s how to exercise Cudgment in this speciEc situation.0

Layer 3: The Principle (What We Optimize For)

This is the layer most owners never articulate, but it’s the one that holds 

everything together when situations don’t Et neatly into the guidelines. ”t 

answers the question: when in doubt, what should we prioriti9ej

“very company has implicit principles. You Cust haven’t said them out loud. 

Maybe your company prioriti9es client retention over short-term margin. 

Maybe you prioriti9e crew safety over schedule. Maybe you prioriti9e quality 

over speed, or speed over perfection, depending on the service type.

When your ops manager faces a situation the guideline doesn’t cover 

Rand he will, because real life is messy4, the principle gives him a 

compass. ”f your company3s principle is 1when in doubt, protect the client 

relationship,0 he knows that in ambiguous situations, he should lean toward 

the client-friendly option. ”f your principle is 1when in doubt, protect the 

margin,0 he’ll lean the other way.

Neither is wrong. But he needs to know which one applies in your company.

Writing Criteria That Actually Work

Now that you understand the three layers, let’s talk about how to write 

criteria that your people will use. Because ”’ve seen plenty of companies 

create beautiful decision documents that nobody follows. The criteria live in 

a binder or a shared drive somewhere, and everyone ignores them.

That happens when the criteria are written for the wrong audience. You’re not 

writing for consultants or for a board of directors. You’re writing for a crew 

leader who’s standing in J5-degree heat, trying to Egure out whether to send 

his crew back to redo a mulch bed or move on to the next property. He needs 

clarity in US seconds, not a policy manual.

Here are the rules for writing criteria that work in the Eeld:
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Rule 1: Use Numbers, Not Adjectives

“very time you’re tempted to use words like 1reasonable,0 1signiEcant,0 

1appropriate,0 or 1carefully,0 stop. Those words mean something different to 

every person who reads them. Deplace them with a number, a timeframe, a 

dollar amount, or a speciEc condition. ”f you can’t put a number on it, you 

haven’t deEned it yet.

Rule 2: Write for the Worst Day, Not the Best Day 

Your criteria need to work on a Tuesday in 8uly when it’s JF degrees, two 

guys called out, a truck broke down, and your biggest client Cust called with 

a complaint. That’s the day your criteria will be tested. 'on’t write for a calm 

Monday in October when everything is running smoothly, and everyone has 

time to think.

This means your criteria should be simple enough to recall under stress. ”f a 

guideline takes more than two sentences to express, it’s too complicated for 

the Eeld. Break it into simpler rules or create a quick-reference version.

” worked with a company that had built a beautiful decision guide. Twenty 

pages, color-coded, professionally designed. 7ompletely useless in the Eeld 

because nobody could remember what was on page ?z when they needed it 

at F:?5 AM. We replaced it with a single laminated card per role with the top ?S 

decisions and their criteria. That card lived in the visor of every truck. Xsage 

went from 9ero to daily overnight.

Rule 3: Include the “What If”

)or every criterion you write, ask yourself: what happens when reality doesn’t 

matchj Because it won’t, regularly.

”f the criterion says 1Offer a redo within zZ hours,0 what happens when you 

don’t have crew availability for F% hoursj ”f the criterion says 1Depair if under 

$?,5SS,0 what happens when the estimate is $?,6SS but the equipment is 

essential for tomorrow’s routej
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The 1what if0 doesn’t have to cover every possible scenario. That’s 

impossible. But it should cover the most likely exceptions. A good format:

“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*].”

That three-part structure handles J5( of real-world scenarios. The standard 

covers normal operations. The exception covers the most common deviation. 

The gray area gives a clear escape path without requiring your people to free9e 

up or improvise dangerously.

Rule 4: Separate “Wrong” From “Different”

This is the rule that will require the most honesty from you as an owner. 

You need to deEne, clearly, what a genuinely wrong decision looks like versus 

what a different-but-acceptable decision looks like.

Wrong means the decision violated the criteria, broke a policy, created a 

safety risk, or caused measurable harm to the company or a client. Wrong 

decisions should be corrected and used as learning opportunities.

'ifferent means the decision was within the boundaries, met the criteria, and 

produced an acceptable outcome, but it wasn’t the call you would have made. 

'ifferent decisions should be left alone. )ull stop.

The moment you start correcting 1different0 decisions, you’ve undermined 

the entire framework. Your people will learn, quickly, that the criteria on 

paper are less important than the preferences in your head. And they’ll go 

back to asking you everything.

Common Mistakes (And How to Avoid Them)

”’ve watched enough companies implement decision criteria to know where 

the wheels tend to come off. Here are the Eve most common mistakes and 

how to steer around them.
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Mistake 1: Writing Criteria You Don’t Actually Believe In

This happens when owners write what they think they should want instead 

of what they actually want. You write that your account manager can approve 

credits up to $%SS, but in your gut, you don’t want them approving anything 

over $5S without checking with you Erst.

”f you don’t believe in the boundary you set, don’t set it. Gtart with a number 

you’re comfortable with. ”t’s better to set a tight boundary you’ll honor than 

a generous one you’ll override. You can always expand it later as trust builds. 

You can’t rebuild trust after you’ve broken it by overruling a decision that was 

within the stated guidelines.

Mistake 2: Making Criteria Too Complicated

”f your decision criterion has more than three conditions, it’s too complex 

for the Eeld. Demember: crew leaders and account managers need to apply 

these in real time, often under pressure. They’re not sitting at a desk with a 

Iowchart.

A good test: can you explain the criterion in one breathj ”f you need to 

pause and take a second breath, simplify it. Break complex decisions into two 

simpler ones if needed. 1”f A, do P. ”f B, do Y0 is almost always better than 1”f 

A and B but not 7, unless ' applies, then do P unless Y, in which case L.0

Mistake 3: Writing Criteria Without Input From the People Using Them 

”’ve seen owners lock themselves in their ofEce for a weekend, write out 

every decision criterion for every role, and then hand the Enished product to 

their team on Monday morning. The team nods politely. And then nothing 

changes.

Your people need to be part of building the criteria, not Cust receiving them. 

When your crew leader helps deEne what 1quality standard0 means for a 

residential mow, he owns that standard differently than if you handed it 

to him. When your account manager helps set the credit threshold, she 
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understands the reasoning behind it and is more likely to honor the spirit of 

the rule, not Cust the letter.

The best criteria come from a conversation, not a memo. We’ll cover exactly 

how to have that conversation in 7hapter F.

Mistake 4: Setting Criteria and Never Revisiting Them

'ecision criteria are not set-and-forget. Your business changes. Your clients 

change. Your costs are changing. Material prices shift. New services are being 

added. /eople develop and grow in their roles.

Build in a quarterly review of your decision rights matrix. Qook at which 

criteria are working well, which ones are causing friction, and which ones 

need updating. Are your dollar thresholds still appropriatej Are the escalation 

triggers catching the right thingsj Are there new decisions that have emerged 

since the original buildj

A living document is a useful document. A static document is a forgotten 

document.

Mistake 5: Punishing Good-Faith Mistakes

When someone decides within the criteria, and it doesn’t turn out well, 

your response deEnes the future of the entire framework. ”f you punish the 

outcome even though the process was right, you’ve Cust taught your entire 

organi9ation that the criteria don’t matter. Desults are all that count. And 

since results are unpredictable, the only safe move is to ask the boss.

2ood-faith mistakes made within the criteria should be treated as learning 

opportunities, not discipline issues. Your account manager approved a $?F5 

credit, and the client still leftj That’s not a discipline issue. That’s a data 

point. Maybe the criteria need updating. Maybe the credit threshold should 

be higher, so the account manager has room to Eght for the account. Maybe 

this client was going to leave regardless.
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The conversation should be: 1You followed the criteria. The outcome wasn’t 

what we wanted. What can we learn, and do we need to adCust the criteriaj0 

Not: 1You lost the account. Why didn’t you call mej0

The Erst response builds a culture of ownership. The second destroys it.

Deal “xamples )rom Deal 7ompanies

Qet me give you a few examples of decision criteria from landscape companies 

”’ve worked with. These are simpliEed and anonymi9ed, but the logic is real.

“xample ?: The 1ZS*%S Muality Dule0

A $FM maintenance company struggled with consistency because every crew 

leader had a different deEnition of 1done.0 Gome crews were spending %S( 

longer than necessary on residential properties because they were chasing 

perfection. Others were rushing and leaving visible quality gaps.

The owner and his crew leaders built what they called the ZS*%S Muality Dule. 

”t had two parts. )irst, they created a ?S-point quality checklist for residential 

maintenance Rmowing lines straight and uniform, edging crisp on all hard 

surfaces, clippings blown off all surfaces, beds weeded and deEned, and so 

on4. Gecond, they deEned the standard: Z out of ?S items completed to the 

standard means the property is done. Gcoring below Z means the crew stays 

until they hit Z. Gcoring ?S out of ?S is great, but not required for a standard 

residential property.

Tier ? accounts had a different standard: J out of ?S. 7ommercial accounts 

with HOA visibility requirements: ?S out of ?S.

The result: crew time per property dropped ?%( because crews stopped 

over-servicing standard accounts, and quality complaints dropped U5( 

because the Ioor was clearly deEned. “very crew leader knew exactly what 

1done0 meant. No phone calls to the boss are required.

“xample %: The 1Two-7all Dule0 for 7lient 7omplaints
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An $ZM company had an account management team that escalated every 

complaint to the owner, no matter how small. The owner was spending 

three to four hours a week on client complaints, most of which were 

straightforward quality issues.

They implemented what they called the Two-7all Dule. On the Erst call from 

an unhappy client, the account manager owns the resolution entirely Rredo, 

credit up to

$%SS, accelerated next-visit schedule4. The account manager logs the 

complaint and resolution in the 7DM, but does not need approval.

”f the same client calls a second time within 6S days with a related complaint, 

the account manager still owns it, but adds a root cause meeting with the 

crew leader to the resolution. The account manager also informs the owner 

within %z hours.

Only if the same client reaches a third complaint in JS days, or if any single 

complaint involves a client threatening to cancel, does it escalate to the 

owner.

Desult: the owner’s weekly complaint time dropped from three to four hours 

to about z5 minutes. Account managers felt empowered, and clients reported 

higher satisfaction because their issues were resolved faster, without the 

delay of waiting for the owner to get back to them.

“xample U: The “quipment 'ecision Tree

A $5.5M company was bleeding money on equipment decisions because 

nobody had clear authority. 7rew leaders would nurse broken equipment for 

weeks because they didn’t want to spend money. Or they’d rent equipment 

at premium rates without checking if repair was cheaper.

They built a simple three-question decision tree:

  Question 1: ”s the equipment safe to operatej ”f not, take it out of 

service immediately. No approval needed.
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  Question 2: 7an it be repaired for under $5SS with same-day 

turnaroundj ”f yes, the crew leader approves the repair and notiEes 

the ops manager.

  Question 3: ”f repair is over $5SS, or turnaround is more than %z 

hours, the ops manager decides. Depair up to $?,5SS is his call. Over 

$?,5SS goes to the owner.

Three questions. Three clear paths. The result: equipment downtime dropped 

by about zS( because decisions were being made at the point of failure 

instead of bouncing up through two levels of management.

Building Your Company’s Decision Principles

Before we close this chapter, ” want you to write down your company’s core 

decision principles. These are the tiebreakers. The compass headings that 

guide your people when the criteria and guidelines don’t perfectly Et the 

situation.

You don’t need many. Three to Eve is plenty. And they should be honest, 

not aspirational. Write what you believe, not what sounds good in a mission 

statement.

/rint these. /ost them. Deference them in meetings. Make them part of how 

you talk about decisions. Over time, they become the cultural shorthand that 

keeps your organi9ation aligned even when the speciEc criteria don’t cover a 

situation perfectly.

You’ve now got the matrix R7hapter 54 and the criteria philosophy Rthis 

chapter4. The framework is built. But the framework sitting on paper doesn’t 

change anything. ”t has to be communicated, trained, and handed off in a way 

that your people trust and adopt.

That’s 7hapter F: The Handoff 7onversation. We’re going to cover exactly 

what to say, how to say it, and how to handle the pushback that’s inevitably 

coming.
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“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.T

9his 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. 9his 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 
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why nothing changed. 9he 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?”

9hat voice is normal. Ft’s also the same voice that got you to the ceiling in the 

Erst place. Dc:nowledge it, but HOk’9 let it drive your actions.

jere’s something that might be of help“ you’re not giving away control. 

You’re redesigning it. 9he 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. 9hat’s 

what leaders do. 9hat’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.
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Fear 1: “This is more work.” ”ome of your people will hear Iyou now own 

these decisionsT and translate it to Iyou now have more responsibility with 

no more pay.T 9his 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 2: “What if I get it wrong?” 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 3: “This won’t last.” Ff you’ve tried delegation before and pulled it 

bac: zand be honest, you probably haveR, your team is going to be s:eptical. 

9hey’ve heard the speech before. 9hey need to see that this time is different, 

and they need to see it in the speciEcs, not (ust the sentiment.

Fear 4: “Is he trying to step back from the business?” ”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. 9his 

isn’t about you doing less. Ft’s about the company being able to do more.

The Four-Part Handoff 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.

Part 1: The Why (Set the Context)

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. 9ell them how many decisions Uowed to 

you last wee:. 9ell them what it costs in time and money. 9ell them what it 

means for the company’s ability to grow.
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9hen connect it to their experience. 9hey already :now the problem. 9hey’re 

the ones waiting for callbac:s. 9hey’re the ones frustrated because they can’t 

get an answer fast enough to solve a problem in the Eeld. 9hey :now the 

bottlenec: exists. 9hey (ust didn’t :now you :new.

Part 2: The What (Show the Matrix)

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. jow the information Uows bac: to you

?o slowly here. 9his is a lot for someone to absorb, especially if they’ve been 

operating in a Ichec: with the bossT mode for years. )se real examples from 

recent wee:s. I1emember when you called me about the eCuipment repair 

on the Miller crew truc:P )nder this framewor:, that’s your call. jere’s how 

you’d ma:e it.T

;oncrete, recent examples ma:e the abstract framewor: feel real and 

achievable.

Part 3: The Safety Net (Address the Fear)

9his 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.
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9ell them the difference between IwrongT and Idifferent.T 9ell them that 

decisions made within the criteria, even if they produce imperfect outcomes, 

are protected. 9ell them that good-faith mista:es are learning opportunities, 

not discipline events. 9ell 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.

Part 4: The Ask (Get Their Buy-In)

Hon’t end the conversation with a handsha:e and a Isound goodPT 9hat’s a 

closed-ended Cuestion that invites a polite nod, not real engagement.

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

  5hich of these decisions feels most comfortable to you right nowP

  5hich one are you most nervous aboutP

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

  5hat support do you need from me to feel conEdent ma:ing these 

callsP

  Fs there anything on this list that you thin: should stay with meP

9hese Cuestions 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. 9hey’re 

co-building the system they’ll operate in.

Ff they suggest ad(ustments to the criteria, listen seriously. 9hey might be 

right. 9hey’re closer to the decisions than you are. Ff their suggestions are 
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reasonable, incorporate them on the spot. 9hat single act of listening and 

adapting will do more for adoption than any motivational speech.

Who Gets the Conversation First

Hon’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.

9he seCuence matters. F recommend this order“

First: Your operations manager. 9his person has the most decisions to 

ma:e and the most daily impact. 9hey’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.

Second: Your account manager(s). ;lient-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 crew leaders (as a group, with your ops manager present). 

;rew leaders can receive their decision rights together because their 

decisions are more standardiWed. javing 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: Support roles (of5ce manager, Deet manager, controller, etc.) 

as applicable. 9hese 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. Hon’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.

Handling Pushback
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You’re going to get pushbac:. kot necessarily hostile, but real. jere are the 

most common forms and how to handle them.

Pushback 1: “I don’t want that responsibility.”

9his usually comes from crew leaders or newer managers who are 

comfortable in a follower role. 9hey li:e having someone else ma:e the calls 

because it means they can’t be blamed when things go wrong.

jow to handle it“ Hon’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. 9hey’re decisions you’re already ma:ing in practice8 we’re 

(ust ma:ing them ofEcial. 5e’ll add more as you get comfortable.T

Pushback 2: “What if the owner changes his mind?”

9his 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. 9hey’re 

protecting themselves.

jow to handle it“ Dc:nowledge it directly. IYou’re right to be cautious. F’ve 

tried versions of this before and pulled it bac:. jere’s what’s different this 

time“ it’s written down. 9he criteria are speciEc. 9he boundaries are clear. Dnd 

F’m as:ing you to hold me accountable if F start overriding you.T 9he written 

matrix is your credibility. D verbal promise is forgettable. D laminated card 

with speciEc criteria is a commitment.

Pushback 3: “The criteria don’t 5t my reality.”

9his is the best pushbac: you can get because it means someone is engaging 

with the framewor: seriously enough to End its gaps.

jow to handle it“ 9reat it as a collaboration opportunity. I5al: me through 

a speciEc situation where this doesn’t wor:. Bet’s ad(ust it together.T 9hen 

actually ad(ust it. Ff the crew leader tells you the $J2L daily fuel threshold 

doesn’t account for the crews that run diesel eCuipment 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.
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Pushback 4: “Are you selling the company?”

Boyalty-based pushbac:s usually come from your longest-tenured people. 

9hey’ve been with you since the early days. 9hey see the handoff as a sign 

that something bigger is happening.

jow 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.T 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. 9hat ma:es everyone’s (ob more secure, not less.T

Pushback R: “I want more money if I’m taking on more.”

Sair Cuestion. Dnd it deserves a fair answer.

jow 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:.T 9ie the increase to demonstrated performance within the new 

framewor:, not to the handoff itself.

The First Week After the Handoff

9he conversation itself is only the beginning. 5hat you do in the seven days 

after the handoff determines whether the framewor: stic:s or fades.

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.
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5hen this happens zand it will, probably within 4q hoursR, resist the urge to 

answer the Cuestion. Fnstead, use what F call the 1edirect 1esponse“

9his 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 Cuestion.

Dfter three or four of these redirects, most people stop as:ing. 9hey start going 

straight to the matrix. Dnd that’s the moment the culture starts to shift.

Catch Them Uoing It Light

9his 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 Cuic:, sincere ac:nowledgment.

IF saw you handled the 1idgeline NCuipment rental on your own yesterday. 

?ood call. Nxactly how the framewor: is supposed to wor:.T

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.

Check In, Uon’t Check 0p

Dt the end of the Erst wee:, have a brief chec:-in with each person who 

received decision rights. kot to review their decisions. 9o as: how it felt.

Kuestions li:e“

  5hich decisions felt naturalP

  5hich ones still felt uncomfortableP

  Hid you hit any situations that the criteria didn’t coverP

  Fs there anything you’d change about the framewor:P
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Bisten more than you tal:. Dd(ust the criteria if their feedbac: is valid. 9his 

chec:-in isn’t performance management. Ft’s framewor: reEnement. Dnd it 

signals that you’re invested in ma:ing this wor: for them, not (ust for you.

The Cascade: From Manager 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.

9he 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. je’s stepping into his role as the 

operational decision-ma:er. je 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. ;oach him 

beforehand. Ae available if he has Cuestions. Aut the crew leaders need to hear 

this from their boss, not from the boss’s boss.

What Good <ooks <ike After 3= Uays

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. 9he routine 

Cuestions stop. 9he texts about overtime, eCuipment, and minor 

client issues slow to a tric:le.

  Your ops manager starts sentences with IF decidedT instead of I5hat 

do you thin: aboutPT 9hat language shift is the clearest sign that the 

culture is moving.
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  Your account managers resolve complaints faster because they’re not 

waiting for your callbac:. ;lient satisfaction goes up, not down.

  ;rew leaders ma:e Eeld-level decisions with more conEdence. 

NCuipment 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. ;hapter Jq will 

help you diagnose and ad(ust.

Aut the handoff conversation is only half the eCuation. 9he other half is 

ma:ing sure decisions stay distributed over time. 9hat’s ;hapter *“ Fnstalling 

Dccountability. 9he wee:ly cadences, the IQF dashboards, and the review 

rhythms that ensure the matrix doesn’t (ust launch well but runs well, 

permanently.

JJJ
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“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. Wy week three, a couple of 

decisions start drifting back to you. Wy week six, half of your team is checking 

with you again on things they’re supposed to own.

?hat happened: The same thing that happens to every system without 

a rhythmH entropy. zuman organiIations 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. At fades slowly, over weeks and months, with 

constant reinforcement.

Nccountability is that reinforcement. (ot accountability in the punitive 

sense )though there’s a place for thatE. Nccountability in the structural 

senseH regular rhythms, visible metrics, and review cadences that keep the 

framework active and alive.
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Think of it this way. The matrix is the playbook. This chapter is the practice 

schedule. ?ithout regular practice, even the best playbook gets dusty.

The Weekly Operational Cadence

Cvery landscape company A’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 A recommend. At has three components, and the total time 

investment is about two hours per week. 2ompare 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 1: The Monday Morning Standup (15 minutes)

?hoH Owner, ops manager, account manager)sE.

?henH Monday morning, before the Brst truck rolls. Pame time every week, 

no exceptions.

FurposeH Pet the week. Purface anything unusual. 2onBrm 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. Af 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 MondayR 

you’re reminding everyone that the framework is active, not archived.

Meeting 2: The Wednesday Ops Review (30 minutes)

?hoH Owner and ops manager )one-on-oneE.

?henH ?ednesday, midday. The week is half done, and you have real data to 

discuss.
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FurposeH Deview operational performance. jiscuss decisions made under the 

matrix. 2oach and calibrate.

The ?ednesday 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 3: The Friday Close-Out (15 minutes)

?hoH Pame group as Monday standup.

?henH qriday afternoon, after the last crew is in )or as close as possible to 

allow full participationE

FurposeH 2lose the week. 2apture 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. At’s what keeps the old patterns from creeping back in. 

Nnd it gives everyone a regular, low-pressure forum to talk about how the 

framework works.

The KPI Dashboard for Landscape Operations

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 A recommend for landscape companies implementing 

decision rights. At tracks both operational performance and framework 
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adoption. Most of these numbers you already have somewhereR 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, A’d start withH 

3. Escalation frequency per role

S. Client complaints per week

4. Weekly overtime spend

9. Revenue per labor hour

5. Average complaint resolution time

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

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

Keeping the Dashboard Simple

The dashboard should Bt on one page. Af 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.

A’ve seen companies spend $5,UUU on business intelligence software for 

dashboards that nobody opens. A’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. ?hen people can see the results of their decisions, they care 

more about making good ones.

Review Rhythms That Keep Decisions Distributed
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Weyond 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 Decision Review (60 minutes)

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. N framework that never changes is a framework nobody’s 

engaging with.

The Quarterly Framework Assessment (Half Day)

Cvery 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. Af your ops manager has 

consistently made good decisions within the expanded framework for 0U 

days, recogniIe it. Tangibly.

The Annual Reset (Full Day)

Once a year, do a full audit of your decision rights framework. Depeat 

the one-week decision audit from 2hapter 9 to see how decision Low 

has changed. 2ompare 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.
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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 Accountability Conversation

%et’s talk about the harder side of accountability. ?hat happens when 

someone isn’t using the framework: ?hen your ops manager keeps calling 

you for decisions that are clearly within his authority: ?hen a crew leader 

ignores the Quality checklist: ?hen 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. Nsk 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.

Wut 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. An those cases, you have a different problem. That’s not a 

framework issue. That’s a Bt issue. Nnd it’s a conversation for a different day, 

not this book.

What This Looks Like at Scale

%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.
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Monday morning, 7H95 NM. 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. Nll within 

the matrix. (o call to you.

*HUU NM, 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. Desolved. Phe logs it in the 2DM 

and moves on. You nod and ask if the criteria worked. Phe says yes. qifteen 

minutes, done.

Wy 3U NM, three decisions have been made across the organiIation without 

your involvement. N crew leader approved 0U minutes of overtime to Bnish 

a commercial property. Your ops manager approved a $0UU mower repair. 

Nn 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. Cven the credit, which you might have set at $3UU, was within the 

criteria, and the client is happy. jifferent, not wrong.

On ?ednesday, you sit down with your ops manager for the weekly review. 

You look at the dashboard together. Devenue per labor hour is up 9H since 

the framework was launched. Overtime is Lat )which is Bne, it’s in seasonE. 

Cscalation freQuency has dropped 7UH 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. 

Cveryone 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.
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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. ?e’re going to 

build detailed playbooks for the four key roles in landscape operationsH crew 

leaders, operations managers, account managers, and branch managers. 

Cach 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.

III



CHAPTER   N  E

THE CREI WEALER PWADYBBO

T MIRND�I	
�N��
��I�N�MI�N�N��I
�M�M�N�D

“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 
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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 conDdently, quickly, and using the criteria 

below.

Crew Leader Authority Matrix

GeDned Fuardrails for Oield-Level Gecision 1wnership

:. Quality Standard Before Leaving Property

  Authority Level8 Oull ownership

  Criteria8 

  Meets the quality checklist for the service type.

  0 out of :9 standard properties

  2 out of :9 Tier :

  :9 out of :9 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 
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is not met.

J. Overtime (Up to 2 Hours)

  Authority Level8 Oull ownership

  Criteria8 7ob is at least 5x percent complete and Dnishing 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 notiDed via te3t before overtime 

begins.

R. Field Equipment Repair (Under 30 Minutes)

  Authority Level8 Oull ownership

  Criteria8 

  Parts available.

  The crew has skill.

  Bepair returns equipment to operational condition the same 

day.

  Escalation Trigger8 Bepair will take longer than R9 minutes, or 

the required parts are not on hand.

  Information Olow8 1ps Manager notiDed via te3t.

4. Swap to Backup Equipment

  Authority Level8 Oull ownership

  Criteria8 Nackup equipment available and retrievable within R9 

minutes.
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  Escalation Trigger8 So backup available, and the job cannot 

continue.

  Information Olow8 1ps Manager notiDed immediately.

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

  Authority Level8 Oull ownership

  Criteria8 Bequired for current-day operations.

  Escalation Trigger8 6ingle purchase e3ceeds $:x9.

  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.

  So approval required. Ever.

  Escalation Trigger8 Sever 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.
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  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, efDciency, and development 

needs.

  Escalation Trigger8 Performance issue requiring formal 

conversation.

  Information Olow8 Sot applicable. This is part of daily leadership 

responsibility.

Bead 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

  Sot 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 $x99 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 
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resolve it on-site

  6tafDng issues )crew member no-shows after the route has started, 

interpersonal con?icts that affect workK

  Any safety incident beyond basic Drst 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-relatedK

When you escalate, don’t just send the problem. 6end a recommendation. 

“Hey, the Walker mower has a hydraulic leak. The estimate is $099. The 

machine is three years old, and this is the Drst 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

Nefore the Oirst Property )x8R9 to (8R9 AMK

Beview the day’s route. znow 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 :9 

AM when you’re already behind.

Inspect your equipment. Walk the trailer. Check fuel levels, blade condition, 

trimmer line, and blower function. A :9-minute pre-check saves a 4x-minute 

breakdown at the third property.

Nrief 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.” 
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6imple, clear, fast. Your crew should leave the shop knowing e3actly what the 

day looks like.

At Each Property

Arrive and scan. Nefore 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 Gebris 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. 

Sew 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. Bun through the quality checklist mentally or physically. Hit the 

standardQ Fo. Nelow standardQ Oi3 it now. It’s always faster to D3 it before you 

leave than to come back tomorrow.

Gocument Tier : properties. If the property is a Tier : account, take a quick 

photo after service. It takes Dve seconds and provides documentation if 

there’s ever a dispute. Your account manager will thank you for it.

End of Gay

Beport your numbers. How many properties have been completedQ Any 

reworkQ Any overtime used )and whyKQ Any equipment issuesQ This takes 

three to Dve 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 J9 minutes of chaos in the morning.

The Quality Standard in Detail
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[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

Nefore leaving the property, conDrm 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.

R. 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. Neds are weeded and deDned )if included in the service contractK.

(. Gebris and litter are removed from visible areas.

5. So scalping, rutting, or visible mower damage.

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

2. Equipment marks or tire tracks are addressed.

:9. 1verall curb appeal8 Would you be proud to put your name on thisQ

Completion Standards

  6tandard accounts8 0 out of :9 equals done.

  Tier : accounts8 2 out of :9 equals done.

  H1A or commercial visibility accounts8 :9 out of :9 equals done.

Nelow standardQ Oi3 it before you leave. Always.
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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 :8 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 Ne 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. Go not promise the 

client anything beyond what you’re authori]ed to deliver.

6cenario J8 Equipment Nreaks Gown Mid-Boute

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

eight more to go.

Your move8 Can you D3 it in under R9 minutes with parts you haveQ Oi3 it. 

Can you swap to a backup from the shop within R9 minutesQ 6end someone 

to get it. Seither option worksQ Call your ops manager immediately with the 

situation, your recommendation, and how urgent it is. Gon’t sit in a parking 

lot for 4x minutes hoping someone Dgures it out. The matri3 gives you clear 

steps. Oollow them.

6cenario R8 Weather Changes Mid-Gay
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You started dry, now it’s raining. 1r the heat inde3 just hit :9x.

Your move8 Oor rain, you have the authority to adjust service standards to 

rain-day protocol )if your company has one deDnedK. 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-deDned thresholds, 

you have the authority to modify the schedule or pull crews. 6afety overrides 

schedule. Always.

6cenario 48 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 Drst. “I’ve noticed %speciDc 

behaviorU. 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 speciDcs8 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 x8 You’re Bunning Nehind

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. Nut that’s an ops manager 

decision because it affects other routes.

Irowing ’nto the Role
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Neing 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 Drst. Nefore 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. Sot because you did something 

wrong, but because you want to get better. Crew leaders who seek feedback 

get e3panded authority faster than anyone.

Nring 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 

recommendations are the ones who get promoted to ops manager when the 

opportunity comes.

That laminated card is the entire crew leader playbook compressed into 

something you can reference in :x seconds. Everything else in this chapter is 
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the details behind those bullets. znow the card cold, and you’ll handle 2x— 

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 R9 minutes

  Nackup equipment swaps

  Ouel and supply purchases up to $:x9 per day

  6afety stop-work decisions

  Minor on-site adjustments

  Crew task assignments

’ Escalate

  Bepairs over $x99

  1ver J hours

  *nhappy clients I cannot resolve on site

  6tafDng issues

  Any injury beyond Drst aid

  6cope mismatches

  6ystemic quality failures



DESIGN YOURSELF OUT102

’ Always

  Nring a recommendation with every escalation.

  Check quality before leaving every property.

  Beport my numbers at the end of the day.

  6top work for safety N no questions asked.

  When in Goubt8 Would I be proud to put my name on thisQ If yes, go. 

If no, D3 it.

In Chapter :9, 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.

OOO
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“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, evuipment, production, vuality 

okersight, kendor management, and crew leader dekelopment. The ops 

manager is the role that, when functioning correctly, ma’es the ownerzs 

phone stop buAAing.

Nnd yet in most landscape companies, the ops manager is the most 

underutiliAed position on the payroll. Bot because the person isnzt capable. 

Hecause the owner neker gake them the ’eys. The ops manager has the title, 

the salary, and the responsibility, but not the authority. Theyzre the Ruman 

Couter from xhapter 1: information goes in, information goes to the owner, 

decisions come bac’ from the owner, information goes out.

This playboo’ changes that. Itzs designed to be shared directly with your 

ops manager. It deqnes what they own, what they escalate, how their wee’ 
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should be structured, and how to dekelop from an operational eGecutor into 

an operational leader.

If there is one role in your company where getting decision rights right 

matters most, itzs this one. 6et it right here, and 0%Y of the owner bottlenec’ 

disappears. 6et it wrong, and the matriG becomes another piece of paper that 

loo’s good but changes nothing.

What You Own

Ns the operations manager, you are the operational decision-ma’er for the 

company. The owner owns strategy, ’ey client relationships, and qnancial 

commitments aboke deqned thresholds. Lou own ekerything that ma’es the 

daily operation run. Rerezs your authority:

Operations Manager Authority Matrix

1. Daily Crew Assignments and Routing

  Nuthority Fekel: Eull ownership

  xriteria: 

  Halance drike time, crew s’ill match, and client tier priority.

  Tier 1 accounts receike best-matched crews.

  Kscalation Trigger: 2ey account revuires a speciqc crew, and the 

crew is unakailable.

  Information Elow: xrew Feaders are informed by 0:%% NM daily.

P. Rain Day Rescheduling

  Nuthority Fekel: Eull ownership

  xriteria: 

  (ush to neGt akailable day.
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  Tier 1 clients receike priority.

  Botify clients of two-day delays.

  Kscalation Trigger: Cain eGtends beyond two consecutike days 

)bac’log management revuired3.

  Information Elow: Nccount Managers and xrew Feaders 

informed by the end of the day.

4. Call-Out and No-Show Coverage

  Nuthority Fekel: Eull ownership

  xriteria: Cedistribute to maintain critical routes qrst, then by 

client tier.

  Kscalation Trigger: More than two call-outs affecting the same 

day.

  Information Elow: Owner informed if Tier 1 accounts are 

impacted.

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

  Nuthority Fekel: Eull ownership

  xriteria: 

  Cepair if under 5% percent of replacement cost.

  Kvuipment under j years old.

  Bo repeat of the same repair within 1P months.

  Kscalation Trigger: Oker $1,j%% or recurring issue.

  Information Elow: Owner informed kia wee’ly evuipment report.

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



DESIGN YOURSELF OUT106

  Nuthority Fekel: Eull ownership

  xriteria: Cent if owned evuipment is unakailable and Uob rekenue 

eGceeds three times the rental cost. Sse preferred rental kendors.

  Kscalation Trigger: Cental eGceeds $P,%%%, or commitment 

eGtends beyond two wee’s.

  Information Elow: Owner informed kia end-of-day summary.

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

  Nuthority Fekel: Eull ownership

  xriteria: 

  xritical Uob completion.

  Tier 1 client commitment.

  7afety-related necessity.

  Kscalation Trigger: Multiple crews or same-day okertime 

eGceeding $1,j%% total.

  Information Elow: Owner informed kia end-of-day summary.

W. Seasonal Crew Hiring

  Nuthority Fekel: Eull ownership

  xriteria: 

  8ithin approked headcount.

  Hac’ground chec’ completed.

  Orientation completed.

  Kscalation Trigger: Riring eGceeds approked headcount budget.
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  Information Elow: Owner informed kia wee’ly stafqng update.

D. Written Warnings

  Nuthority Fekel: Eull ownership

  xriteria: 

  9ocumented prior kerbal warning.

  7peciqc policy kiolation cited.

  Kscalation Trigger: Third written warning )termination 

territory3.

  Information Elow: Owner informed within P5 hours.

“. Vendor Orders (Preferred List)

  Nuthority Fekel: Eull ownership

  xriteria: 

  Sse preferred kendors.

  Hest price within qke percent of the order.

  Meet timeline revuirements.

  Kscalation Trigger: Order outside preferred list or signiqcant 

price kariance.

  Information Elow: Owner is informed in the monthly kendor 

spend report.

1%. Subcontractor Engagement (Approved List)

  Nuthority Fekel: Eull ownership

  xriteria: 
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  On approked kendor list.

  Insurance current.

  7cope documented.

  xost within 1% percent of the internal estimate.

  Kscalation Trigger: xost eGceeds $j,%%% or inkolkes a Tier 1 client.

  Information Elow: Owner informed kia wee’ly subcontractor 

report.

11. Quality Management and Rework Decisions

  Nuthority Fekel: Eull ownership

  xriteria: 

  If the vuality chec’ fails and rewor’ can be done the same day, 

send the crew bac’.

  Trac’ rewor’ hours by crew.

  Kscalation Trigger: Cewor’ impacts other scheduled clients.

  Information Elow: Nccount Manager and xrew Feader informed.

1P. Weather Protocol Activation

  Nuthority Fekel: Eull ownership

  xriteria: 

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

  9elay up to two hours based on the forecast.

  Kscalation Trigger: 9elay eGtends beyond two hours )full rain 

day3 or two consecutike rain days.
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  Information Elow: Owner, xrew Feaders, and Nccount Managers 

informed by j:4% NM.

14. Crew Leader Coaching and Development

  Nuthority Fekel: Eull ownership

  xriteria: 

  Cegular feedbac’ on decision vuality, serkice vuality, and 

production metrics.

  Fead the crew leader handoff and cascade.

  Kscalation Trigger: (erformance issue revuiring formal correctike 

action.

  Information Elow: Owner informed in wee’ly operations rekiew.

15. New Vendor Evaluation

  Nuthority Fekel: Eull ownership

  xriteria: 

  Minimum three references.

  Insurance keriqcation.

  Trial order completed.

  Kscalation Trigger: Nnnual spend with new kendor eGceeds 

$1%,%%%.

  Information Elow: Owner informed before commitment.

Thatzs fourteen decision categories with full ownership. Cead that list 

carefully. If youzre an ops manager and youzke been operating without this 

lekel of authority, this is a signiqcant eGpansion. Nnd if youzre an owner 
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reading this and feeling a ’not in your stomach, go bac’ and reread the ”Lou 

Rake to Mean ItQ section in xhapter j. This only wor’s if you let it wor’.

What You Escalate

Lour escalation list is shorter than your authority list, and thatzs by design. 

Lou should be handling D%Y or more of the daily operational decisions 

without owner inkolkement. Rerezs what goes up:

  Kvuipment purchases or repairs oker $1,j%%

  Termination decisions )always revuire owner inkolkement3

  Management-lekel hires )crew leader promotions, new managers3

  xlient situations where cancellation is threatened by a Tier 1 account

  Hudget kariances eGceeding 1jY on any single Uob

  7ubcontractor costs eGceeding $j,%%% on a single Uob, or any 

non-approked subcontractor.

  7aturday or eGtended okertime decisions

  Bew kendor commitments are proUected to eGceed $1%,%%% annually

  Nny safety incident revuiring medical attention beyond qrst aid

  7trategic decisions )new serkices, mar’et eGpansion, pricing 

structure changes3

7ame rule as your crew leaders: when you escalate, bring the situation, your 

recommendation, and the urgency lekel. The ownerzs Uob is to decide, not to 

research. Ma’e it easy for them to say yes or redirect.

Your Weekly Rhythm

The ops managerzs wee’ has a shape, and if you get the shape right, the chaos 

that used to deqne your days starts to feel manageable. Rerezs the rhythm:
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Monday

j:4% to 0:4% NM: Cekiew the wee’zs schedule. xhec’ stafqng against the route 

plan. Cekiew the weather for the neGt three days. Identify any trouble spots 

)short-staffed days, heaky routes, Tier 1 accounts with recent complaints3.

0:4% to 0:5j NM: Hrief crew leaders. xonqrm assignments, Vag anything 

unusual, and set eGpectations for the day.

W:%% NM: Monday standup with owner and account manager)s3. Eifteen 

minutes. 7et the wee’.

Cemainder of the day: 7ite kisits )at least P to 4 per day3, resolke any 

morning issues, handle escalations from crew leaders, rekiew evuipment 

status, process kendor orders.

Tuesday through Thursday

Morning: Cekiew okernight teGts from crew leaders. Randle any schedule 

adUustments from callouts or weather. xonqrm the dayzs plan.

Midday: 7ite kisits. This is where you see the real operation. —uality chec’s, 

crew performance obserkation, and evuipment condition. Lou should be 

touching 0 to 1% properties per wee’ across your route structure. 9onzt Uust 

kisit the problem sites. ?isit the good ones too. xatch your crews doing things 

right.

8ednesday midday: Ops rekiew with owner. Thirty minutes. 9ashboard 

rekiew, decision calibration, loo’-ahead to the rest of the wee’.

Nfternoon: Ndministratike tas’s, kendor management, crew leader chec’-ins, 

evuipment scheduling, neGt-day prep.

Eriday

Morning: Einal push to close the wee’zs routes. Randle any Thursday 

okerVow.
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Midday: xompile the wee’ly dashboard numbers. Cekiew crew production, 

okertime, vuality scores, rewor’ hours, and evuipment status.

Nfternoon: Eriday close-out meeting. Eifteen minutes. Then prep the 

preliminary schedule for neGt wee’.

The Ops Manager’s Non-Negotiables

Kkery wee’, without eGception:

1. ?isit a minimum of siG properties across different crews and route 

Aones.

P. Rake at least one direct coaching conkersation with each crew leader.

4. Cekiew and update the 2(I dashboard before the 8ednesday 

operations rekiew.

5. (rocess all escalations within the deqned timeframes ' not when 

you ”get around to it.Q

j. (rep neGt wee’zs schedule before you leake Eriday.

These qke habits are the difference between an ops manager who manages 

operations and one who simply reacts to them.

Managing Your Crew Leaders

Lour crew leaders are the most important people in your world. If theyzre 

ma’ing good decisions, your day is manageable. If theyzre not, your phone 

neker stops buAAing.

9ekeloping them is not a side proUect. Itzs the core of your Uob.

The Weekly Crew Leader Check-In

Kkery crew leader should get 1% to 1j minutes of focused time each wee’. Bot 

to micromanage. To coach. Rerezs a simple format:



THE OPERATIONS MANAGER PLAYBOOK 113

Eirst 4 minutes: ”8hat went well this wee’* 8hat decisions did you ma’e 

that you felt good about*Q Fet them tal’. Nc’nowledge the wins.

BeGt 4 minutes: ”8hat was your toughest call this wee’* 8al’ me through 

how you handled it.Q This is where coaching happens. Fisten to their decision 

process, not Uust the outcome. If they followed the criteria and the process was 

sound, afqrm it eken if you would hake done it differently.

BeGt 4 minutes: ”Nnything coming up neGt wee’ that you want to thin’ 

through in adkance*Q (roactike coaching is ten times more effectike than 

reactike correction.

Einal P minutes: ”Nnything you need from me*Q Kvuipment, training, help 

with crew members, criteria that donzt qt. This is where you qnd and qG 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

(art of your Uob is identifying which crew leaders are ready for eGpanded 

authority. Rerezs what to loo’ for:

  They consistently ma’e decisions within the criteria without 

escalating unnecessarily.

  Their escalations come with clear recommendations, not Uust 

vuestions.

  Their vuality scores are consistently at or aboke standard.

  Other crew members want to wor’ on their crew )a sign of good 

leadership3.
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  They thin’ beyond their own route and consider how their decisions 

affect the broader operation.

8hen you see these signals, eGpand their authority. Maybe they get approkal 

for okertime up to three hours instead of two. Maybe they can approke 

evuipment repairs up to $Wj% instead of the standard threshold. 7mall 

eGpansions, earned through demonstrated competence, are how you dekelop 

future ops managers.

Common Ops Manager Scenarios

7cenario 1: Multiple xall-Outs on a Reaky 9ay

Itzs Tuesday morning. Three crew members called out across two different 

crews. Lour routes are full and youzke got two Tier 1 commercial accounts 

scheduled.

Lour moke: Cedistribute to protect Tier 1 routes qrst. (ull from the lightest 

route to shore up the critical ones. If the math doesnzt wor’ )not enough 

people to coker the priority accounts3, you hake two options within your 

authority: approke okertime for remaining crews to pic’ up the slac’ 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.

7cenario P: N xrew Feader Ma’es a 9ecision Lou 9isagree 8ith

Lour crew leader approked “% minutes of okertime on a standard residential 

route. The Uob was D%Y done. The criteria say he can approke up to P hours 

when the Uob is at least WjY complete. Technically, itzs within the matriG. Hut 

you would hake pushed the last two properties to the neGt day and saked the 

okertime cost.

Lour moke: Fet it stand. Itzs within the criteria. The crew leader made a 

defensible call. If this pattern repeats and you belieke the criteria are too 

loose, bring it to the 8ednesday ops rekiew with data. ”8ezre approking 

more okertime than Izd li’e on standard routes. I thin’ we should tighten the 
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criteria to revuire DjY completion instead of WjY before okertime ’ic’s in.Q 

Thatzs a criteria adUustment, not a correction of the crew leader. Thatzs how 

the framewor’ ekolkes.

7cenario 4: N ?endor 9elikers the 8rong Material

Lour mulch delikery shows up and itzs the wrong color. The crew is waiting 

on site. The client is a Tier 1 commercial account with high kisibility.

Lour moke: xall the kendor and demand a same-day replacement. If they canzt 

deliker, go to the bac’up kendor on your approked list. Lou hake authority to 

ma’e kendor selections within deqned parameters. If the replacement costs 

more than jY aboke the original vuote, itzs still within your criteria. 6et the 

right material on site today.

9ocument the kendor failure for the monthly kendor rekiew. If this kendor 

has a pattern of issues, Vag it in your neGt owner meeting for possible remokal 

from the preferred list.

7cenario 5: N xrew Feader 2eeps Kscalating 9ecisions Re 7hould Own

One of your crew leaders calls you three times before lunch as’ing about 

decisions that are clearly his. Okertime approkal for “% minutes. 8hether to 

swap bac’up evuipment. 8hether a property meets vuality standard.

Lour moke: Sse the Cedirect Cesponse from xhapter W. ”8hat does the matriG 

say* Nnd what do you thin’ we should do*Q 8al’ him through it the qrst 

time. The second time, be more direct: ”Thatzs your call. Louzke got the 

criteria. Ma’e it.Q If it continues, it becomes a coaching conkersation in your 

wee’ly chec’-in. Sse the diagnostic framewor’ from xhapter D: does he ’now 

the matriG, does he understand the criteria, does he feel conqdent, or is 

something else prekenting him*

7cenario j: Lou Beed to Issue a 8ritten 8arning

N crew member has been chronically late. Ris crew leader had the kerbal 

conkersation two wee’s ago. Bothing changed. Itzs time for a written 

warning.
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Lour moke: Lou hake authority to issue written warnings when therezs a 

documented prior kerbal warning and a speciqc policy kiolation. 8rite it up: 

the policy, the prekious kerbal conkersation )date and what was said3, the 

continued kiolation, and the eGpected correction. Meet with the employee 

prikately. He direct, be factual, and be speciqc about what needs to change 

and the timeline. Inform the owner within P5 hours. If this will be the third 

written warning )which puts you in termination territory3, escalate to the 

owner before acting.

The Transition From Executor to Leader

Rerezs the hardest truth for most ops managers: the Uob you were hired for and 

the Uob you need to become are different. Most ops managers were promoted 

because they eGcelled at eGecution. They ’new the routes, they ’new the 

evuipment, and they could solke 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 wor’. 8hen a crew 

leader calls with a problem you could solke in qke minutes, the temptation 

is enormous to Uust Uump in and qG it. Hut ekery time you solke a problem 

your crew leader should hake handled, youzke ta’en a rep away from their 

dekelopment and reinforced the pattern of dependency.

Lour Uob is to build crew leaders who donzt need you for daily decisions. Lour 

success isnzt measured by how many problems you solke. Itzs measured by 

how few problems reach you.

The Ops Manager’s Success Metrics
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Louzre winning when:

  Kscalation frevuency from crew leaders decreases month oker 

month.

  —uality scores are consistent across all crews ' not Uust the ones you 

personally okersee.

  (roduction efqciency )rekenue per labor hour3 is trending up.

  Lou spend more time on proactike wor’ ' schedule optimiAation, 

crew dekelopment, evuipment planning ' than reactike wor’.

  The owner stops buAAing you with operational vuestions.

  Lour crew leaders start bringing solutions, not Uust problems.

Trac’ these. They are your report card.

Growing Beyond Ops Manager

The ops manager role is the proking 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 whereker you build it.

In companies that grow past $1%M, the ops manager role often ekolkes into a 

general manager or ?( of operations position. In multi-location companies, 

it becomes a branch manager role )which wezll coker in xhapter 1P3. In some 

cases, the ops manager becomes a partner or ekentual 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 

inkolkement. Kkery decision you ma’e well within the matriG, ekery crew 

leader you dekelop, ekery system you improke is a data point that prokes 

youzre ready for more.

The decision rights framewor’ isnzt Uust a management tool. Eor the ops 

manager, itzs a career accelerator. The owners who see their ops manager 

consistently ma’ing good decisions within the framewor’ are the owners 
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who start thin’ing about partnerships, proqt sharing, and succession. Nnd 

thatzs a conkersation worth earning.

The Ops Manager’s Laminated Card

Faminate it. 2eep it where you can see it.

I Own

  9aily scheduling and routing

  Cain day rescheduling

  xall-out cokerage

  Kvuipment repairs up to $1,j%%

  Kvuipment rentals up to $P,%%%

  Okertime approkal up to 5 hours per crew

  7easonal hiring within budget

  8ritten warnings

  ?endor orders )preferred list3

  Npproked subcontractors up to $j,%%%

  —uality management and rewor’

  8eather protocol actikation

  xrew leader dekelopment

  Bew kendor ekaluation

I Escalate

  (urchases or repairs oker $1,j%%



THE OPERATIONS MANAGER PLAYBOOK 119

  Terminations

  Management hires

  Tier 1 cancellation threats

  Hudget kariances oker 1j percent

  7ubcontractor costs oker $j,%%%

  7aturday or eGtended okertime

  Bew kendor commitments oker $1%,%%% per year

  Medical-attention inUuries

  7trategic decisions

I Always

  ?isit at least siG properties per wee’

  xoach ekery crew leader wee’ly

  Spdate the dashboard before 8ednesdayLs operations rekiew

  (rocess escalations within deqned timeframes

  (rep neGt wee’ before leaking Eriday

My Measure

  Eewer escalations

  xonsistent vuality

  Improking production

  More proactike wor’ than reactike
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In xhapter 11, wezll build the playboo’ for the role that interfaces most directly 

with your rekenue: the account manager. Their decision rights around 

client relationships, pricing, and complaint resolution are where margin is 

protected or giken away.

MMM



CHAPTER E  ELEV

THE ACCNOVT UAVAMER P  AGYNNB

T RP�R�R��RP	
��R
��


“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 Tows through this role. bhe account 

manager is the person most directly responsikle for whether your revenue 

grows, holds steady, or lea’s out through client attrition.

And yet, in most landscape companies, the account manager operates with 

one hand tied kehind their kac’. bhey1re the face of the company to the 

client, kut they can1t approve a $0:: credit without calling the owner. bhey1re 

responsikle for retention, kut they can1t ma’e the decisions that retain clients 

in the moment when the client is frustrated, and the cloc’ is tic’ing.

bhe result is predictaklej slower complaint resolution, frustrated clients, 

frustrated account managers, and an owner who spends three to four hours a 

wee’ on client issues that should have keen resolved the same day they arose.
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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-ma’er for client relationships. 

bhe owner retains authority over pricing strategy, maYor contract 

negotiations, and bier 0 cancellation recovery. Dou own everything ketween 

the client1s Orst complaint and the owner1s involvement threshold.

Account Manager Authority Matrix

CeOned Fwnership for Llient-4acing Cecisions

  Minor Quality Complaint Resolution

  Authority 8evelj 4ull ownership

  Lriteriaj 

  Ac’nowledge within 2 hours.

  Fffer redo within 2— hours or credit up to $V:: x client1s 

choice.

  Escalation briggerj Llient reYects redo and demands credit over 

$V::.

  Information 4lowj Fps Manager and Lrew 8eader informed.

  Service Credit (Up to $200)

  Authority 8evelj 4ull ownership

  Lriteriaj 

  6alid complaint.
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  Cocumented.

  Most recent visit within 7 days with photo evidence.

  Escalation briggerj Lredit e(ceeds $V:: or second credit to the 

same client within ): days.

  Information 4lowj Fwner informed via wee’ly client report.

  Recurring Complaint Management

  Authority 8evelj 4ull ownership Rin collakoration with Fps 

Managerq

  Lriteriaj 

  9oot cause analysis with Fps Manager.

  9eview crew assignment, Uuality freUuency, and service 

history.

  Escalation briggerj bhree or more complaints in N: days from the 

same client.

  Information 4lowj Fwner informed of Ondings and 

recommendations.

  Enhancement Pricing (Standard)

  Authority 8evelj 4ull ownership

  Lriteriaj 

  Qse the approved rate card.

  Maintain 25 percent gross margin.

  Escalation briggerj Llient reUuests a discount kelow the rate card.

  Information 4lowj Fwner informed via wee’ly sales report.
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  Contract Renewal (No Price Change)

  Authority 8evelj 4ull ownership

  Lriteriaj 9enew at current rates if the client is in good standing 

and no cost increase is reUuired.

  Escalation briggerj Llient disputes pricing, or the competitor is 

actively kidding.

  Information 4lowj Fwner informed via renewal trac’er.

  Out-of-Scope Request Handling

  Authority 8evelj 4ull ownership

  Lriteriaj 

  If under 05 minutes of additional service, accommodate as a 

goodwill gesture.

  If over 05 minutes, price as an enhancement.

  Escalation briggerj Llient pushes kac’ on keing charged for 

additional wor’.

  Information 4lowj Fps Manager informed of scheduling impact.

  Proactive Client Communication

  Authority 8evelj 4ull ownership

  Lriteriaj 

  Potify client of any delay e(ceeding V days.

  Potify of any service issue kefore the client discovers it.

  Lommunicate proactively x never reactively.



THE ACCOUNT MANAGER PLAYBOOK 125

  Escalation briggerj Lommunication involves admitting a 

signiOcant error with legal or contract implications.

  Information 4lowj Fwner informed kefore sending.

  Property Visit and Quality Audit

  Authority 8evelj 4ull ownership

  Lriteriaj 

  6isit bier 0 accounts monthly.

  6isit bier V accounts Uuarterly.

  Cocument Uuality okservations and share with Fps Manager.

  Escalation briggerj Suality pattern reUuires crew change or 

signiOcant service adYustment.

  Information 4lowj Fps Manager was informed of documented 

Ondings.

  Client Onboarding

  Authority 8evelj 4ull ownership

  Lriteriaj 

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

  LonOrm e(pectations.

  3rovide direct contact information.

  zet the Orst %:-day Uuality chec’ schedule.

  Escalation briggerj Llient has special operational reUuirements 

affecting Oeld operations.
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  Information 4lowj Fps Manager informed of operational setup.

  Upsell and Enhancement Proposals

  Authority 8evelj 4ull ownership

  Lriteriaj 

  Identify opportunities during property visits.

  3rice using the approved rate card.

  3resent the proposal with a clear timeline.

  Escalation briggerj Enhancement reUuires signiOcant 

operational resources or new eUuipment.

  Information 4lowj 

  Fwner informed via wee’ly sales report.

  Fps Manager informed for capacity planning.

ben decision categories. 8oo’ at what1s therej complaint resolution, credits, 

renewals, pricing Rwithin the rate cardq, communication, property visits, 

onkoarding, and upselling. bhis is the full scope of a functioning account 

manager. If you1re an account manager reading this and you haven1t had this 

level of authority kefore, it might feel li’e a lot. It is a lot. It1s also e(actly what 

your clients need you to have.

What You Escalate

Dour escalation list centers on two thingsj Onancial decisions akove your 

threshold and situations that ris’ losing signiOcant revenue.

  zervice credits e(ceeding $V::

  zecond credit to the same client within ): days

  Any client who e(plicitly threatens to cancel Rregardless of account 
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siWeq

  bier 0 client e(pressing dissatisfaction that isn1t resolved ky your 

initial offer

  Lontract renewals where a price increase is needed

  Lompetitive kid situations where another company is actively 

pursuing your client

  3ricing reUuests that fall kelow the rate card or kelow 25G gross 

margin

  Any communication that involves admitting liakility or signiOcant 

operational failure

  Llient disputes involving potential legal issues Rproperty damage 

claims, inYury on siteq

Hhen you escalate client situations, speed matters more than in almost 

any other category. A client who threatened to cancel at 0: AM and doesn1t 

hear from anyone until 2 3M has mentally moved on. Dour escalation 

should include the client1s speciOc concern, what you1ve already offered, 

why it wasn1t enough, and your recommendation for ne(t steps. “ive the 

owner everything they need to pic’ up the phone and have a productive 

conversation within the hour.

The Client Conversation Framework

Most account managers don1t struggle kecause they lac’ people s’ills. bhey 

struggle kecause they don1t have a framewor’ for difOcult conversations. 

Hhen a client is angry, the natural response is to apologiWe, promise 

everything, and hope it goes away. bhat1s not a strategy. ”ere1s one that 

wor’s.

The ARIA Framework for Client Conversations
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A: Acknowledge. ztart ky ac’nowledging the client1s e(perience. Pot 

defending, not e(plaining, not Yustifying. Ac’nowledging. ?I understand 

you1re frustrated with the edging Uuality on your last visit. bhat1s not the 

standard we1re committed to.B bhe client needs to feel heard kefore they can 

hear your solution.

R: Resolve. Fffer a speciOc, concrete resolution. Pot ?we1ll do ketter ne(t 

time.B A real resolution with a timeline. ?I1d li’e to send a crew kac’ tomorrow 

to redo the edging, or if you prefer, I can apply a $05: credit to your ne(t 

invoice. Hhich wor’s ketter for you'B “ive options when possikle. Fptions 

give the client control, which is what they lost when the service fell short.

I: Investigate. Lommit to Onding out what happened and preventing it from 

recurring. ?I1m going to review this with our crew leader and our ops manager 

to ma’e sure we understand what happened and put a O( in place.B bhis tells 

the client you1re treating it as a system issue, not Yust a one-time apology.

A: Assure. Llose with a speciOc follow-up commitment. ?I1ll personally chec’ 

your property after the ne(t three visits to ma’e sure the Uuality is where 

it should ke. And I1ll call you after each one to conOrm you1re satisOed.B A 

speciOc assurance is worth ten vague promises.

bhe A9IA framewor’ ’eeps you in control of the conversation. It prevents 

the two most common account manager mista’esj over-promising in the 

moment R?He1ll never let this happen againBq and under-delivering on 

follow-through Rpromising a callkac’ and forgettingq. Ac’nowledge, resolve, 

investigate, and assure. Every time.

Your Weekly Rhythm

Monday

7j:: AMj Monday standup with owner and ops manager. /ring any client 

situations from the wee’end, upcoming renewals this wee’, and any 

escalations pending from last wee’.
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Morningj 9eview your client health dashkoard. Any open complaints' Any 

credits issued last wee’ that need follow-up' Any renewals coming due in the 

ne(t %: days' 3rioritiWe your wee’ around these.

Afternoonj 3roperty visits. Monday afternoon is ideal for visiting properties 

serviced that morning. Dou see the wor’ fresh. If there1s a Uuality issue, you 

catch it kefore the client does.

buesday through bhursday

Morning kloc’ R— to 0: AMqj Llient communication window. 9eturn calls, 

send follow-up emails, and ma’e proactive touches on bier 0 accounts. Llients 

are most reachakle in the morning. 3rotect this time aggressively.

Middayj 3roperty visits. Dou should ke on properties % to 2 days per wee’. bhis 

is where you spot upsell opportunities, catch Uuality issues early, and kuild 

the face-to-face relationships that no email can replace.

Afternoonj Enhancement proposals, renewal prep, L9M updates, 

coordination with ops manager on any service issues Tagged during property 

visits.

4riday

Morningj Llose out any open client issues from the wee’. Po complaint 

should carry over to Monday if it can ke resolved on 4riday.

Middayj Lompile your wee’ly client reportj complaints received, complaints 

resolved, credits issued, renewals processed, enhancements sold, property 

visits completed.

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

wee’.

The Account Manager’s Non-Negotiables

Every wee’, without e(ceptionj

0. 6isit every bier 0 account that had a complaint in the last %: days.
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V. Ma’e at least one proactive touch x call, email, or visit x on every 

bier 0 account.

%. 9espond to all complaints within 2 hours during kusiness hours.

2. 8og every complaint and resolution in the L9M the same day it 

happens.

5. zukmit the wee’ly client report kefore 4ridayKs close-out.

bhese Ove hakits are the difference ketween an account manager who retains 

clients and one who processes cancellations.

Common Account Manager Scenarios

zcenario 0j A Llient Lalls Angry Akout a Missed zervice

bhe client says their property wasn1t serviced yesterday as scheduled. bhey1re 

upset and Uuestioning the reliakility of your company.

Dour movej 4irst, verify the facts. Lhec’ with the ops manager or crew 

leader. Has the property actually missed, or was service completed kut the 

client didn1t notice' RIt happens more often than you1d thin’, especially 

with early morning service.q If the service was genuinely missed, use A9IA. 

Ac’nowledge the frustration. 9esolve ky scheduling a ma’e-up visit within 

V2 hours Rcoordinate with ops managerq. Investigate why it was missed Rrain 

day shufTe' crew oversight' routing error'q. Assure with a speciOc follow-up. 

If the client demands a credit, approve up to $V:: within your authority. 

bhis entire interaction should ta’e less than 05 minutes and Wero owner 

involvement.

zcenario Vj A 9enewal Lomes Cue, and the Llient Hants a 3rice Cecrease

A bier V client says they got a lower Uuote from a competitor and want you to 

match it, or they1ll switch.

Dour movej Con1t panic and don1t immediately discount. 4irst, assess the 

accountj how proOtakle is it, how long have they keen a client, what1s their 
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payment history, and how much does it cost to replace this revenue' If the 

contract is at or akove your minimum 25G gross margin, you can renew at 

current rates without owner approval. If the client is pushing kelow your 

rate card, this is an escalation. zend it to the owner with the account details, 

the competitive Uuote Rif availakleq, your assessment of the account1s value, 

and your recommendation on whether to match, negotiate, or wal’. bhe 

owner decides the pricing strategy. Dou own the client relationship and the 

communication.

zcenario %j Dou Potice a Suality Issue Curing a 3roperty 6isit

Dou1re on a bier 0 commercial property, and you see that the ked lines are 

sloppy, there1s clipping kuildup in the mulch, and the edging along the main 

entrance is inconsistent.

Dour movej Cocument it. ba’e photos. bhen contact the ops manager with 

the speciOcsj which property, what you okserved, and the Uuality score 

against the chec’list. bhis isn1t akout klame. It1s akout data. bhe ops manager 

owns the Uuality response Rsending a crew kac’, coaching the crew leader, 

adYusting the routeq. Dou own the client communication. If the client hasn1t 

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 didn1t meet our standard. 

I1ve already arranged to have a crew address them tomorrow.B 3roactive 

communication turns a potential complaint into a trust-kuilding moment.

zcenario 2j A Llient 9eUuests zomething Futside the Lontract

A residential client as’s your crew to trim a hedge that isn1t part of the 

maintenance contract. Fr a commercial client wants e(tra mulch added to a 

speciOc area ketween scheduled enhancement visits.

Dour movej If the reUuest is under 05 minutes of additional wor’, 

accommodate it as goodwill and log it. “oodwill services are relationship 

investments, and you have the authority to ma’e them. If the reUuest e(ceeds 

05 minutes, it1s an enhancement opportunity. 3rice it using your rate card, 

present the cost to the client, and schedule it upon approval. Con1t give away 
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wor’ that should ke priced. /ut don1t nic’el-and-dime a good client on a 

Ove-minute favor either. bhe 05-minute threshold e(ists to help you calikrate 

that kalance.

zcenario 5j A bier 0 Llient bhreatens to Lancel

Dour largest commercial client calls and says they1re considering moving to 

another provider. bhey1re unhappy akout the inconsistent Uuality over the 

past two months.

Dour movej bhis is an escalation. Immediately. Qse A9IA to ac’nowledge and 

stakiliWe the conversationj ?I ta’e this very seriously. I want to understand 

e(actly what1s keen falling short and ma’e this right.B 8isten. ba’e detailed 

notes. Co not ma’e promises keyond your authority. bell the clientj ?I1m 

going to kring this to our ownership team today, and we1ll come kac’ to 

you within V2 hours with a speciOc plan to address every concern.B bhen 

escalate to the owner with the full picturej the client1s speciOc complaints, 

the account1s annual value, the history of issues, and your recommendation 

for a retention response. bhe owner handles the recovery conversation. Dou 

support and follow through on whatever is committed.

The Relationship Between Account Manager and Ops Manager

bhis is one of the most important wor’ing relationships in any landscape 

company, and it1s one of the most common sources of friction. bhe account 

manager is the voice of the client. bhe ops manager is the voice of operations. 

Hhen those two voices don1t communicate, clients get promises operations 

can1t ’eep, or operations ma’e decisions that klindside the client.

bhe decision rights framewor’ helps here kecause it clariOes who owns what. 

bhe account manager owns the client relationship and communication. 

bhe ops manager owns the service delivery and crew performance. Peither 

overrides the other. bhey collakorate.

In practice, this meansj
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(heg the allobgt magacer s.ots a :bapitN issbe, she re.orts 

it to the o.s magacer with kolbmegtatiogS 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 bier 0 client due to weather or 

stafOng, he informs the account manager Orst. bhe account manager contacts 

the client with the update. bhe ops manager doesn1t call the client. bhe 

account manager doesn1t adYust the schedule.

Hhen a client reUuests a service change, the account manager coordinates 

with the ops manager on feasikility and timing kefore committing to 

the client. bhe account manager doesn1t promise a delivery date without 

chec’ing capacity.

bhe Monday standup is where these two roles synchroniWe. bhe 4riday 

close-out is where they reconcile. If the AM+ops relationship is wor’ing, the 

owner hears akout client situations in the wee’ly report, not in panic’ed 

phone calls.

Growing the Revenue Side

Most account managers in landscape companies are hired to retain clients 

and resolve proklems. bhat1s half the Yok. bhe other half, the half that 

separates good account managers from great ones, is growing revenue within 

the e(isting client kase.

Dour property visits aren1t Yust Uuality chec’s. bhey1re sales opportunities. 

Every time you wal’ a property, you should ke loo’ing for enhancement 

potentialj keds that need refreshing, trees that need pruning, drainage issues, 

hardscape opportunities, irrigation upgrades, seasonal color installations. 

Most clients won1t as’ for these services. bhey don1t ’now what1s possikle. 

Dou do.
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bhe account managers who kuild 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 

$0.VM in contractsB is good. ?I resolved 27 complaints, retained $0.VM in 

contracts, and sold $0—:,::: in enhancementsB is a different conversation 

entirely.

Enhancement Opportunity Checklist

Qse Curing Every 3roperty 6isit

Hhen wal’ing a property, loo’ for the followingj

0. Mulch keds that are faded, thin, or weed-encroached

V. /ed edges that are soft, undeOned, or overgrown

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

2. brees with low limks, deadwood, or clearance issues

5. burf with kare spots, disease, or areas needing overseeding

). Irrigation issues such as dry spots, kro’en heads, or overspray

7. Crainage proklems including standing water, erosion, or grading 

concerns

—. zeasonal color opportunities such as empty keds or tired annual 

displays

N. ”ardscape issues li’e crac’ed pavers, settling, or pressure washing 

needs

0:. 8ighting proklems, including kro’en O(tures, dar’ 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.
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Client Tiering: Know Who Matters Most

bhe decision rights matri( references ?bier 0B and ?bier VB accounts 

throughout the templates. If your company doesn1t have a formal tiering 

system yet, now is the time to kuild one. It doesn1t need to ke complicated.

biering isn1t akout caring less akout smaller clients. It1s akout 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. /oth deserve good service. bhey don1t koth need monthly visits from 

the account manager.

Simple Client Tiering Model

Tier 1

  bop 0: to 05 clients ky revenue and strategic value

  Monthly property visits ky Account Manager

  Cedicated, kest-matched crews whenever possikle

  4our-hour complaint response time

  Fwner involvement in cancellation threats

  3riority scheduling during rain-day recoveries

  3hoto documentation after every service

Tier 2

  All other standard accounts

  Suarterly property visits ky Account Manager

  ztandard crew assignment

  zame-day complaint response during kusiness hours
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  Account Manager owns full resolution

  ztandard scheduling priority

Optional Tier 3

  zmall accounts, high-maintenance clients, or kelow-margin 

accounts

  9eactive property visits only

  ztandard service with minimal customiWation

  Annual proOtakility evaluation

The Account Manager’s Laminated Card

8aminate it. *eep it where you can see it.

I Own

  Lomplaint resolution Rup to $V:: creditq

  Enhancement pricing using approved rate card R25GN marginq

  Lontract renewals with no price change

  Fut-of-scope reUuests within 05-minute goodwill threshold

  3roactive client communication

  3roperty visits Rbier 0 monthly, bier V Uuarterlyq

  Llient onkoarding

  Qpsell and enhancement proposals

  9ecurring complaint management Rwith Fps Managerq

I Escalate
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  Lredits over $V::

  zecond credit to the same client within ): days

  Lancellation threats

  9enewals reUuiring price increase

  Lompetitive kid situations

  /elow-rate-card pricing reUuests

  8iakility or legal issues

I Always

  9espond to complaints within 2 hours during kusiness hours

  Qse A9IA for every difOcult conversation

  8og everything in the L9M the same day

  6isit every bier 0 account monthly

  8oo’ for enhancement opportunities on every property visit

My Measure

  9etention rate

  Lomplaint resolution time

  Enhancement of revenue generated

  Llient satisfaction scores

In Lhapter 0V, we1ll kuild the Onal role-speciOc playkoo’j the kranch 

manager. bhis is the role that emerges when companies grow past $0:M and 

need someone who can run an entire operation, comkining the scope of the 
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ops manager with the client ownership of the account manager, across a 

deOned territory or division.

OOO
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“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, irrigation), 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.
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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 2ust 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 10-15 crews and is starting 

to miss things. The span of control has outgrown one person’s 

capacity.

5. 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 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 506 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 
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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 2ob 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

Lull Branch-Devel Aecision Ownership

1. All Operations Manager Decisions (Chapter 10)

  Suthority Develj Lull ownership

  Criteriaj 

  Pame criteria as the Operations Manager matrix.

  Sll thresholds apply within the branch.

  Fscalation Triggerj Pame escalation triggers as the Operations 

Manager matrix.

  Information Llowj Owner informed per standard information 

&ow.

5. All Account Manager Decisions (Chapter 11)

  Suthority Develj Lull ownership

  Criteriaj Pame criteria as the Sccount Manager matrix for branch 
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clients.

  Fscalation Triggerj Pame escalation triggers as the Sccount 

Manager matrix.

  Information Llowj Owner informed per standard information 

&ow.

3. Branch P&L Management

  Suthority Develj Lull 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 5 consecutive months.

  Information Llowj Owner informed via monthly HRD review.

4. Branch StafEng Structure

  Suthority Develj Lull ownership

  Criteriaj 

  9ire, 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.
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  Information Llowj Owner informed via monthly staf:ng report.

q. qTuipment Capital Allocation (Branch Budget)

  Suthority Develj Lull ownership

  Criteriaj Spprove purchases up to $q,000 within annual 

e%uipment budget.

  Fscalation Triggerj 

  Pingle purchase exceeds $q,000

  O7 cumulative year-to-date spend exceeds z0 percent of 

annual budget.

  Information Llowj Owner informed via monthly e%uipment 

report.

E. New Client AcTuisition (Within Branch Rerritory)

  Suthority Develj Lull ownership

  Criteriaj 

  Hrice at or above 4q percent gross margin.

  Pervice must be deliverable with existing or planned capacity.

  Fscalation Triggerj 

  Client would represent more than 10 percent of branch 

revenue

  O7 contract re%uires commitments beyond 15 months.

  Information Llowj Owner informed via weekly pipeline report.

V. Client vetention and vecoVery
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  Suthority Develj Lull ownership

  Criteriaj Lull authority on credits, service ad2ustments, 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 Llowj Owner informed within 54 hours for any client 

loss.

8. -endor and Subcontractor Management

  Suthority Develj Lull ownership

  Criteriaj 

  Manage all vendor relationships within branch.

  Spprove new vendors after standard evaluation.

  Fscalation Triggerj 

  Snnual vendor commitment exceeds $5q,000

  Pubcontractor engagement for branch exceeds $10,000 on a 

single pro2ect.

  Information Llowj Owner informed via monthly vendor report.

z. BranchkLeVel Process ImproVements

  Suthority Develj Lull ownership

  Criteriaj Implement operational improvements, route 
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optimi/ation, and work&ow changes within branch.

  Fscalation Triggerj Changes affect another branch or 

company-wide standards.

  Information Llowj Owner informed for awareness and 

cross-branch adoption.

10. Community and Mar’et Presence

  Suthority Develj Lull ownership

  Criteriaj 7epresent the company at local events, networking, and 

trade shows within branch territory.

  Fscalation Triggerj 

  Commitments that :nancially bind the company

  O7 create company-wide marketing obligations.

  Information Llowj 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 $5q,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.
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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

  Pingle 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 $5q,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

  Ptrategic direction changes (new service lines, market repositioning, 

ma2or 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.

Rhe Branch Manager4s Wee’ly vhythm

The branch manager runs the same MondayKQednesdayKLriday cadence 

within their branch that we established in Chapter 8, plus an additional 

owner touchpoint.

Within the Branch (Same Cadence, You Lead It)
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1. Monday standupj You lead the 1q-minute standup with your ops 

manager and account manager. Pame agenda as Chapter 8. You’re 

the owner’s proxy in this meeting.

5. 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. Lriday 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 GHI dashboard for the 

branch, signi:cant decisions made this week, any escalation items, 

pipeline and client health update, and any resource needs.

5. Monthly HRD review (E0 to z0 minutes)j Aeep dive into branch 

:nancial performance. 7evenue, 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 opportunities, competitive 

landscape, staf:ng plan for next %uarter, e%uipment needs, and 

growth targets. This is where the branch manager demonstrates 

strategic thinking, not 2ust operational competence.

Rhe Branch Manager4s Rime Allocation

9ow you spend your week signals what kind of manager you are.

%02 Operations Management
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  Oversee the Ops Manager.

  Conduct site visits.

  Hrotect %uality systems.

  Monitor production ef:ciency.

This is your foundation.

5F2 Client velationships

  Gey account management.

  7etention conversations.

  New client ac%uisition.

You own the branch’s revenue.

502 People DeVelopment

  Coach your Ops Manager.

  Aevelop Crew Deaders through your Ops Manager.

  Build bench strength.

This is how you scale.

1F2 Strategy and veporting

  HRD review.

  Market analysis.

  Hipeline management.

  Owner communication.

This is where leadership lives.
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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

Pcenario 1j Your Ops Manager Deaves

Your ops manager gives two weeks’ notice. 9e’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.

Pcenario 5j The Owner Qants You to 9it 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. $5M in additional revenue 

means roughly 5q to 30 new clients (depending on average contract si/e) 

or signi:cant enhancement growth from existing clients. Qhat capacity do 

you need* 9ow many additional crews* Qhat e%uipment* Qhat’s the hiring 

timeline* Build a plan with 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%uipment 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.
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Pcenario 3j Two Aepartments in Your Branch Sre in Con&ict

Your maintenance ops manager and your construction pro2ect 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 pro2ect* Qhat’s the client impact of pulling maintenance 

crew members* Is there a middle ground (temporary hire, subcontractor, 

partial crew share for speci:c days)* 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 con&ict, 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.

Pcenario 4j 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 Lirst, gather intelligence. Qhich accounts are being targeted* 

Qhat pricing are they offering* Qhat promises are they making* Talk to 

the clients you lost and learn why they switched (price, service %uality, 

relationship, or something else*). Then build a retention strategy for 

your vulnerable accounts. Lor 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. Lor 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 &oor, 

you can’t match it pro:tably, and clients who leave for the cheapest price will 

leave again when someone cheaper comes along. Locus your energy on the 

clients who value what you deliver. Fscalate to the owner if the competitive 
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threat affects more than 106 of branch revenue or re%uires a strategic pricing 

response beyond your rate card authority.

Pcenario qj You’re 7unning 9ot on Dabor 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 problem* 7eview route ef:ciencyj are crews running 

optimally, or are there routing waste and dead-drive time that can be 

tightened* 7eview overtime patternsj which crews are consistently over and 

why* Is it a scheduling issue, a staf:ng issue, or a scope-creep issue on 

speci:c accounts* If the margin miss is seasonal and you can pro2ect recovery 

in the next E0 days, document it and manage it. Puppose 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 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. Pound familiar* It should. It’s the same principle that got you 

this book, 2ust 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 
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you use it. 9and off. Trust the matrix. Coach your team. Measure results. 

Sd2ust criteria. That’s your 2ob.

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 you* 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

Lor 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.

5. 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 2ust problems and updates.

q. :ramewor’ ownershipU not 2ust 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, 2ust as well, within a de:ned scope. Snd that’s the most valuable person 

in any landscape company.

Rhe Branch Manager4s Laminated Card
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Daminate it. Geep it visible.

I OWN

  Sll Ops Manager and Sccount Manager decisions within my branch.

  Branch HRD and margin targets.

  Ptaf:ng structure within approved headcount and budget.

  F%uipment purchases up to $q,000.

  New client ac%uisition at 4q6J gross margin within capacity.

  Client retention, including credits up to $q00.

  Wendor commitments up to $5q,000 per year.

  Hrocess improvements within the branch.

  Community and market presence.

I qSCALARq

  Hurchases over $q,000.

  Management terminations.

  Credits over $q00.

  New clients exceeding 106 of branch revenue.

  Wendor commitments over $5q,000 annually.

  Missing margin by more than 3 points for two consecutive months.

  Degal issues.

  Cross-branch impacts.

  Ptrategic direction changes.
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I ALWAYS

  7un the Monday K Qednesday K Lriday cadence.

  Pubmit weekly branch report to owner.

  Own the branch HRD.

  Aevelop my Ops Manager and Sccount Manager.

  Build a bench that runs without me.

MY MqAS<vq

  Branch margin.

  7evenue growth.

  Team retention.

  Client retention.

  Fscalation fre%uency to owner.

You now have four complete role-speci:c playbooksj

Chapter zj The Crew Deader, your frontline decision-maker

Chapter 10j The Operations Manager, your operational engine

Chapter 11j The Sccount Manager, your revenue protector

Chapter 15j The Branch Manager, your mini-owner

Fach playbook follows the same structurej what they own, what they 

escalate, how their week should &ow, common scenarios, growth path, 

and a laminated card. Together, they form a complete decision rights 

ecosystem where every ma2or role in your company knows exactly what 

they’re responsible for.
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Next, we take everything we’ve built and look ahead. 9ow to implement the 

framework in the :rst z0 days. 9ow to ad2ust when things aren’t working. 

9ow to scale decision rights as your company grows. 9ow 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.

KKK
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“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-specigc 

playbooks. You know more about decision ri9hts than %%T of landscape 

company owners in the country.

None of it matters until you implement it.

Whis chapter is your implementation roadmap. 0eek by week, for %I days. xt 

tells you ezactly what to do, in what order, and what to ezpect at each sta9e. 

x’ve regned this plan across doqens of implementations. Whe seEuence is not 

arbitrary. Sach step builds on the one before it. Fkip steps and you’ll create 

9aps that undermine the framework.

Lollow the seEuence and you’ll have a functionin9 decision ri9hts system by 

day %1. Bet’s 9o.

Before You Start: The Pre-Work

:efore day one of implementation, you need three thin9s in placeC
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Your completed decision audit. xf you haven’t done the one-week audit from 

4hapter 5, stop and do it grst. Whe %I-day plan assumes you have real data 

about how decisions jow in your company. 0ithout it, you’re buildin9 on 

9uesses.

Your customiqed matriz. Wake the 1( templates from 4hapter (, ad)ust the 

dollar thresholds, role titles, and criteria to gt your company, and have them 

ready in a format you can share Rprinted, laminated, or di9ital“. xf you’re not 

sure about some of the thresholds, start conservative. You can ezpand later.

Your own commitment. Heread the ”You 7ave to Mean xt2 section from 

4hapter ( and the handoff scripts from 4hapter 3. :e honest with yourself 

about where your resistance will show up. xf there are decisions you’re not 

ready to let 9o of yet, remove them from the matriz for now. xt’s better to 

launch with 1( decisions you’ll actually honor than U( decisions where you’ll 

override 1I of them.

Phase 1: Foundation (Days 1 through 30)

Whe grst AI days are about 9ettin9 the framework out of your head and 

into the hands of your team. Whis is the phase where handoff conversations 

happen, the cadence starts, and the culture be9ins to shift.

Week 1: The Owner’s 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 5-Day Implementation Plan

7ere’s how you roll this out without overwhelmin9 the team.

Day 1 — Monday
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  7andoff with Ops Mana9er

  0alk throu9h their full matriz.

  Dse the four-part framework from 4hapter 3.

  4larify authority. 4larify escalation. 4larify information jow.

Time required: 60 to 90 minutes.

Day 2 — Tuesday

  7andoff with Pccount Mana9erRs“

  0alk throu9h their matriz.

  Heview the PHxP framework.

  Vegne credits, escalation tri99ers, and communication standards.

Time required: 45 to 60 minutes per Account Manager.

Day 3 — Wednesday

  Make xt Khysical

  Krint and distribute laminated cards for the Ops Mana9er and 

Pccount Mana9erRs“.

  4ongrm they have physical copies of their matrices.

  Jisibility creates accountability.

Time required: 30 minutes.

Day 4 — Thursday

  Lirst 4adence Heview

  Hun your grst 0ednesday-style ops review Ron Whursday this week“.
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  Heview decisions made since Monday.

  Heinforce ownership. 4orrect any 9ray areas immediately.

Time required: 30 minutes.

Day 5 — Friday

  Beadership 4lose-Out

  7old a brief, focused meetin9 with the full leadership team.

  Heinforce the framework.

  Neep it positive. Neep it forward-lookin9.

Time required: 15 minutes.

Five days. That’s it. No reorganization. No org chart redesign. No 

six-month consulting project.

?ust clarity, structure, and follow-throu9h.

Week 2: The Cascade Week

0atch for the bounce back this week. Your team will still brin9 decisions to 

you that belon9 to them. Dse the Hedirect Hesponse every time. Von’t answer 

the Euestion. Koint them to the matriz. :e patient. Whis is the week where 

habits start to form.

Whe second week is about behavior, not theory.

You’re reinforcin9 ownership in real time.

Monday

  Lirst Ftandup

  Hun your grst Monday standup.

  Fet the week.
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  4ongrm decision ownership.

Time required: 15 minutes.

Tuesday / Wednesday

  4rew Beader 7andoff

  Whe Ops Mana9er leads the crew leader handoff.

  You observe, but you do not lead.

  4rew leaders receive their matriz and laminated cards.

Time required: 45 minutes.

Wednesday

  Midweek Heview

  Meet with your Ops Mana9er.

  Viscuss how the crew leader handoff went.

  Heview any decisions made this week.

  4orrect 9ray areas immediately.

Time required: 30 minutes.

Thursday

  4ascade to the /ezt Bayer

  Pccount Mana9er cascades the framework to )unior PMs or 

coordinators, if applicable.

Time required: 30 minutes.

Friday
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  4lose-Out Hejection

  Psk three EuestionsC

  0hat worked this week6

  0hat felt uncomfortable6

  0hat criteria need ad)ustin96

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 3 and 4: The Practice Weeks

Whese two weeks are about repetition and reinforcement. Whe cadence is 

runnin9. Whe matriz is in everyone’s hands. /ow the real work be9insC 

buildin9 the muscle memory of distributed decision-makin9.

0eeks three and four are about discipline.

You’re no lon9er ezplainin9 the system.

You’re provin9 it works.

1. Protect the Cadence

  Hun the Monday 8 0ednesday 8 Lriday rhythm without fail.

  4onsistency matters more than perfection.

  Heinforce the Hi9ht :ehavior

U. Catch people doing it right.

  0hen you see a decision made within the matriz without your 

involvement, acknowled9e it.

  Kublic reinforcement builds congdence.
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A. Track the Redirect Response

  7ow many times per week are you redirectin9 someone back to 

their matriz6

  What number should decrease each week.

  xf it isn’t, you don’t have clarity yet.

5. Close the Gaps

  7old end-of-week check-ins with your Ops Mana9er and 

Pccount Mana9erRs“.

  PskC 

  0hich decisions felt natural6

  0hich felt uncomfortable6

  0here are the criteria unclear6

  Hegne. Von’t abandon.

(. Start Measuring What Matters

  :e9in collectin9 data for your NKx dashboard.

  You don’t need perfection.

  You need visibility.

  Ftart trackin9C

  Sscalation freEuency

  4omplaints per week

  Overtime spend
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  Hevenue per labor hour

  4omplaint resolution time

G. Resist the Urge to Override

  Whis is the hardest part.

  You will see decisions you would have handled differently.

  xf they’re within the criteria, let them stand.

  Ftructure only works when you allow it to.

This is the moment most owners either scale…or quietly take their authority back.

0hat you should see by Vay AIC P noticeable reduction in the number of 

tezts and calls comin9 to you for routine decisions. Your ops mana9er is 

usin9 phrases like ”x decided2 and ”x handled it.2 Your account mana9er is 

resolvin9 complaints without your involvement. 4rew leaders are makin9 

geld-level decisions with more congdence. Whe Monday80ednesday8Lriday 

cadence feels like a habit, not an imposition.

0hat you mi9ht still seeC Fome hesitation from lon9er-tenured employees. 

Occasional bounceback on decisions that are within the matriz. P few criteria 

that don’t Euite gt real-world situations. Pll normal. Pll is gzable in Khase U.

Phase 2: Calibration (Days 31 through 60)

Whe second AI days are about regnement. Whe framework is live. Your team is 

usin9 it. /ow you gne-tune the criteria, address the 9aps, and start measurin9 

results.

Week 5: The First Monthly Decision Review

Whis is the GI-minute monthly review from 4hapter '. xt’s your grst formal 

opportunity to step back and assess how the framework is performin9 as a 

whole.
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Whis isn’t about perfection. xt’s about pro9ress.

1. Review the Dashboard

  Heview NKx trends from the grst AI days.

  Book for movement, not miracles.

U. Spotlight Wins and Lessons

  xdentify two or three decisions that went well.

  xdentify one that didn’t.

  Viscuss what can be learned from each.

  /ormaliqe regnement.

A. Adjust the Criteria

  :e specigc.

  0hich decision needs ad)ustment6

  0hat is wron9 with the current criteria6

  0hat should it be instead6

  Hegne the rule. Von’t abandon the system.

5. Review Escalation Patterns

  Pre decisions escalatin9 that shouldn’t6

  Pre decisions not escalatin9 that should6

  Sscalation data tells you where ambi9uity still lives.

(. Test for Clarity

  Psk each team memberC
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  On a scale of 1 to 1I, how clear are you about what you own6

  Pnythin9 below a 3 reEuires attention.

  4larity is the leadin9 indicator of performance.

  Whis is where structure turns into culture.

Weeks 5 through 8: Re9nement in Motion

Vurin9 Khase U, you’re doin9 three thin9s simultaneouslyC

1. Tightening criteria. Whe grst version of your matriz was a startin9 

point. :y now you’ve seen where the criteria are too va9ue R”use 9ood 

)ud9ment2 lan9ua9e that crept in“, too ti9ht Rthresholds that tri99er 

unnecessary escalations“, or missin9 Rsituations that arise re9ularly 

but weren’t in the ori9inal matriz“. Liz them. Dpdate the laminated 

cards. Make sure every revision is communicated clearly.

U. Building the dashboard habit. :y 0eek G, your NKx dashboard 

should be updatin9 weekly. Your ops mana9er owns the data entry. 

You review it in the 0ednesday ops review. xf the dashboard isn’t 

updatin9 consistently, it’s a priority to gz. P dashboard that 9ets 

updated sporadically is worse than no dashboard because it creates 

a false sense of visibility.

A. Expanding authority where earned. xf your ops mana9er has 

been makin9 eEuipment decisions congdently within the $1,(II 

threshold, consider raisin9 it to $U,III. xf your account mana9er has 

been resolvin9 complaints effectively within the $UII credit limit, 

consider bumpin9 it to $U(I. Fmall ezpansions, earned throu9h 

consistent performance, build momentum and trust. Pnnounce 

them publiclyC ”:ased on how well you’ve handled eEuipment 

decisions this month, x’m raisin9 your approval threshold to $U,III.2 

What’s a powerful messa9e.
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0hat you should see by Vay GIC P measurable decrease in escalation 

freEuency Rmost companies see 5I to (IT reduction by this point“. 

4omplaint resolution time droppin9 because account mana9ers aren’t 

waitin9 for your callback. Whe 0ednesday ops review becomin9 9enuinely 

productive rather than a reportin9 ezercise. Your weekly time spent on other 

people’s decisions droppin9 from UU hours toward 1I to 1U.

Phase 3: Acceleration (Days 61 through Q0)

Whe gnal AI days are where the framework stops bein9 a pro)ect and 

starts bein9 the way you operate. Whe cadence is in9rained. Whe criteria are 

calibrated. Your team is makin9 decisions with congdence. /ow you push for 

full adoption and start harvestin9 the results.

Week Q: Expand the Matrix

HememberC you started with the top UI decisions. :y now, those UI are 

runnin9 smoothly. xt’s time to add the nezt layer. *o back to your decision 

inventory from 4hapter 5 and identify 1I to 1( more decisions that are still 

jowin9 to you by default. :uild the matriz for those decisions usin9 the same 

gve-column format. 7and them off usin9 the same four-part conversation.

Whe second round of handoffs is always easier than the grst because your 

team has already ezperienced the framework workin9. Whey’ve seen that 

the matriz is real, that you honor it, and that decisions made within it are 

protected. Whe trust is built. Whe ezpansion is )ust more of the same.

Weeks 10 through 12: Full Integration

:y now, this should no lon9er feel new. xt should feel normal. 7ere’s what 

pro9ress looks likeC

1. Dashboard Discipline

  Your NKx dashboard is runnin9 consistently.

  You are trackin9C
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  Whe gve core metrics

  Pt least three additional metrics from 4hapter '

  Jisibility is no lon9er optional.

U. Second Monthly Decision Review

  4omplete your second monthly decision review.

  4ompare Month 1 to Month U.

  Book for trends inC

  Sscalation freEuency

  4omplaint volume

  Overtime

  Kroduction efgciency

  xmprovement compounds.

A. Update the Laminated Cards

  Hevise all role-specigc laminated cards to reject any criteria 

ad)ustments made in the grst GI days.

  4larity evolves. Vocumentation must follow.

5. Tie Compensation to the Framework

  xnitiate compensation conversations if they were deferred durin9 

the rollout.

  Wie rewards to demonstrated ownership within the framework.

  Puthority without accountability creates entitlement.
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  Puthority with accountability creates leaders.

(. Measure Your Own Time

  Wrack how much time you are spendin9 on other people’s 

decisions.

  War9etC under ' hours per week.

  xf you’re still above that, there’s ambi9uity somewhere.

G. Schedule the First Huarterly Assessment

  Fchedule your grst formal framework assessment, even if it falls 

sli9htly after Vay %I.

  Ftructure reEuires maintenance.

Pt this point, the system should be doin9 somethin9 subtle but powerful.

You are no longer the default answer. You are the architect.

Day Q0: The Measurement

On Vay %I, run a one-day version of the decision audit you did before you 

started. Wrack every decision that comes to you for one full day. 4ompare it to 

your ori9inal audit.

xf you followed the plan, here’s what you should seeC

  Decisions Reaching the Owner (Per Day)

  :efore xmplementationC U( to 5I decisions per day

  Vay %I War9etC ' to 1U decisions per day

  0hat xt MeansC P GI to 3I percent reduction in owner bottleneck.

  Owner qours on Other People’s Decisions (Per Week)
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  :efore xmplementationC 1' to UU hours

  Vay %I War9etC G to ' hours

  0hat xt MeansC 1I to 15 hours per week reclaimed for strate9ic 

work.

  Escalation FreVuency (Ops Manager to Owner)

  :efore xmplementationC Vaily, multiple times

  Vay %I War9etC U to A times per week

  0hat xt MeansC Ops Mana9er operatin9 with real authority.

  Complaint Resolution Time

  :efore xmplementationC U5 to 5' hours

  Vay %I War9etC 5 to ' hours

  0hat xt MeansC Laster client recovery and hi9her satisfaction.

  Weekly Overtime Spend Cariance

  :efore xmplementationC 7i9h variability

  Vay %I War9etC 0ithin 1I percent of tar9et

  0hat xt MeansC 4ontrolled overtime within clear criteria.

Whese are not vanity metrics. Whey are evidence that structure is workin9.

xf these numbers are movin9 in the ri9ht direction, the business is no lon9er 

dependent on you for momentum.

Whose numbers aren’t theoretical. Whey’re the avera9es x’ve seen across 

companies that followed this plan. Your specigc numbers will vary, but the 

direction should be clear and dramatic.
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Whe hours you reclaim are not vacation hours Rthou9h you should take some 

of those too“. Whey’re 9rowth hours. Ftrate9y hours. /ew business hours. 

Whe time you need to work on the company instead of in it. What’s the entire 

promise of this book, and at Vay %I, you should be livin9 it.

Whe xmplementation 4alendar at a *lance

Q0-DAY IMPLEMENTATION CALENDAR

KHS-0OHNC 4omplete decision audit. 4ustomiqe matriz and templates. 

Krepare laminated cards.

PqASE 1: FOUNDATION (Days 1 to 30)

0eek 1C 7andoff conversations with ops mana9er and account mana9erRs“. 

Baunch cadence. 

0eek UC 4ascade to crew leaders Rops mana9er leads“. Lirst full week of 

cadence.

0eeks A to 5C Kractice and reinforcement. Hedirect bounceback. Ftart trackin9 

NKxs. 4atch people doin9 it ri9ht.

PqASE 2: CALIBRATION (Days 31 to 60)

0eek (C Lirst monthly decision review. Pssess criteria, escalation patterns, 

team congdence. 

0eeks ( to 'C Wi9hten criteria. :uild dashboard habit. Szpand authority 

where earned.

PqASE 3: ACCELERATION (Days 61 to Q0)

0eek %C Szpand matriz to nezt 1I to 1( decisions.

0eeks 1I to 1UC Lull inte9ration. 4ompensation conversations. Measure 

results. Vay %IC Hepeat decision audit. Measure improvement. 4elebrate.

POST-Q0: Wransition to on9oin9 rhythms Rmonthly review, Euarterly 

assessment, annual reset from 4hapter '“.
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When to Ask for qelp

Whis book 9ives you everythin9 you need to implement the decision ri9hts 

framework on your own. Most owners can and do implement it themselves. 

:ut there are situations where brin9in9 in outside support accelerates the 

process and improves the outcomes.

Consider getting help if:

1. You’ve tried dele9ation before and it failed, and you’re not sure you 

can avoid the same patterns without an outside perspective holdin9 

you accountable.

U. Your ops mana9er or key team members are resistant, and you 

need someone with credibility and ezperience to help facilitate the 

handoff conversations.

A. You’re implementin9 across multiple locations simultaneously, and 

the coordination is more than you can mana9e while runnin9 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 buildin9 toward an ezit and need a framework thatLs 

investor-9rade, not )ust operationally functional.

P fractional 4OO or operations consultant who specialiqes in landscape 

companies can compress the %I-day timeline, customiqe the framework 

more precisely, and hold both the owner and the team accountable throu9h 

the uncomfortable early weeks. xt’s not reEuired, but for some companies, it’s 

the difference between a framework that 9ets built and one that sticks.

0hether you do it yourself or brin9 in help, the important thin9 is to start. Whe 

%I-day clock be9ins the moment you sit down with your ops mana9er for that 

grst handoff conversation. Svery day you wait is another day of U3-minute 

problems, owner bottlenecks, and unrealiqed 9rowth.
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You’ve 9ot the plan. You’ve 9ot the tools. Kick a Monday and be9in.

xn 4hapter 15, we’ll address what to do when the plan doesn’t 9o perfectly, 

because it won’t. Wroubleshootin9 the framework, dia9nosin9 resistance, and 

ad)ustin9 when reality doesn’t match the playbook.

MMM
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“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.

FEery company I’Ee worked with has hit friction points during 

implementation. FEery single one. The framework doesn’t fail because it’s 

xawed. It fails because it’s being installed in a real company with real people, 

real habits, and real history. Yriction 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.
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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 1: The Owner Override

Symptom: 9our team stopped using the matriq. Fscalation freBuency 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.

Diagnosis: In :0% 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. Aut 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 Buietly shelf the framework and go back to asking you eEerything.

The xf: “cknowledge it. ”irectly. To the person whose decision you oEerrode 

and to the broader team if the oEerride was Eisible. 1I 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.H

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.

Owner Override Sel-Cchek2

“sk yourself honestlyD
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3. ?aEe I oEerridden a decision that was clearly within the matriq in the 

last 20 daysW

4. ?aEe I eqpressed displeasure about a decision that met the criteria 

but wasn’t my personal preferenceW

2. ?aEe I asked, 1…hy didn’t you check with me vrstWH about something 

that was clearly within someone’s authorityW

N. ?aEe I re-decided something after my Ops Manager or “ccount 

Manager already made the callW

If the answer to any of these is yes, the framework is still coming from you.

Own it. Yiq it. This is where structure either becomes cultureUor becomes 

theater.

Failure Pattern G: The criteria 3ap

Symptom: 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.

Diagnosis: The matriq isn’t complete enough for your operation. This is 

normal in the vrst 60 days. Ko framework coEers eEery scenario from day one. 

The gap isn’t a failure. It’s feedback.

The xf: Treat eEery 1I didn’t know what to doH escalation as a criteria-writing 

opportunity. …hen 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.

Ceep a running 1gap logH for the vrst :0 days. FEery time someone escalates 

because the criteria didn’t coEer the situation, log it. jeEiew the gap log 

in your monthly decision reEiew. 9ou’ll notice patternsD most gaps cluster 

in one or two categories. Plose those gaps, and the escalation rate drops 

signivcantly.
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Failure Pattern 4: The conxdenke Dexkit

Symptom: “ 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 1I Sust wanted to make sureH or 1I know it’s my call, but.H

Diagnosis: 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.

The xf: More coaching, not more criteria. This person needs reps and 

positiEe reinforcement. FEery time they make a decision within the matriq, 

acknowledge it. …hen they call to 1Sust make sure,H use the jedirect jesponse 

but add encouragementD 19ou already know the answer. Make the call. I trust 

your Sudgment on this.H

Ponsider 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 xaw, but it may mean they’re in the wrong 

seat for a decision rights framework to work.

Failure Pattern 5: The cadenke collapse

Symptom: The Monday standup started getting skipped. Then the 

…ednesday ops reEiew became biweekly. Then the Yriday close-out 

disappeared entirely. The framework is technically still in place, but the 

rhythm that keeps it aliEe is gone.

Diagnosis: 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 
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operations pushed the meetings off the calendar. …hateEer the cause, the 

effect is the sameD without the cadence, the framework drifts.

The xf: jestart the cadence immediately. ”on’t wait for a 1good week.H 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.

…hen you restart, acknowledge the gapD 1…e let the cadence slip. That’s on 

me. …e’re restarting today, and it’s non-negotiable going forward.H 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. Aecause in a real sense, it 

isD the cadence is your meeting with the future of your company.

Failure Pattern A: The Selektive 6dopter

Symptom: The framework works well for some decisions but is being ignored 

for others. 9our ops manager uses the matriq for eBuipment 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.

Diagnosis: )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 

conseBuential.

The xf: “ddress the specivc categories that aren’t being adopted. ?aEe 

a focused conEersationD 1I’Ee noticed you’re using the matriq well for 

eBuipment and scheduling decisions. That’s great. Aut stafvng decisions are 

still coming to me. …hat’s holding you back on thoseWH

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 xy solo. Aoth 



DESIGN YOURSELF OUT178

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 W: The 7rong Person

Symptom: 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.

Diagnosis: 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 xf: Aefore concluding it’s a people problem, run the diagnostic 

conEersation from Phapter 8 one more time. Make sure the criteria are 

genuinely clear, the person has had adeBuate 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 1you’re bad at your Sob.H It’s 1this role reBuires 

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.H )ometimes 

the answer is a role change within the company. )ometimes it’s a parting of 

ways. Aut ignoring it will cost you the framework.
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Failure Pattern I: The Season crush

Symptom: The framework was working well during the shoulder season 

when the pace was manageable. Then peak season hit, and eEerything 

reEerted. ”ecisions are xying, the cadence collapsed under the weight of daily 

emergencies, and you’re back in the middle of eEerything.

Diagnosis: The framework wasn’t stress-tested before peak season arriEed. 

The criteria may haEe been calibrated for normal operations but not for the 

intensity of peak season when Eolume doubles, call-outs increase, eBuipment 

runs harder, and client eqpectations are highest.

The xf: “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

Fqpand oEertime authority slightly during peak ;crew leaders approEe up to 2 

hours instead of 4J ops manager approEes )aturday work without escalationz.

)implify the cadence temporarily. If the …ednesday ops reEiew can’t happen 

during the busiest weeks, condense it to a 30-minute phone call. ”on’t skip it 

entirely.

(re-authoriGe common peak-season decisions. If you know eBuipment 

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. …hat held upW …hat brokeW “dSust the framework 

for neqt year. Pompanies that surEiEe two peak seasons with the framework 

in place haEe a system that’s genuinely durable.

The Diagnostik Flowkhart
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…hen something isn’t working, use this seBuence to vnd the root cause before 

you start vqingD

”I“VKO)TIP )F7RFKPF ;work through in orderz

Step 1: ?s the owner overriding dekisions within the matrif,

→ If yesD )top. Yiq this vrst. Kothing else works until the owner honors the 
framework.

Step G: Do the kriteria kover the situation,

→ If noD …rite the missing criteria. “dd to the matriq. Rpdate laminated 
cards.

Step 4: Does the person understand the kriteria,

→ If noD jetrain. …alk through eqamples. 5erify comprehension.

Step 5: Does the person have the konxdenke to akt,

→ If noD Poach. (roEide superEised reps. (air with a convdent peer. 
“cknowledge wins.

Step A: ?s the kadenke running konsistently,

→ If noD jestart it. Today. Kon-negotiable.

Step W: ?s the issue spekixk to kertain dekision kategories,

→ If yesD Tighten criteria for those categories. (roEide focused coaching on 
the uncomfortable areas.

Step I: ?s the issue spekixk to one personb despite all o- the aRove Reing 

in plake,

→ If yesD jole-vt conEersation. Pompassionate but direct.

Most issues resolEe at )teps 3 through N. If you’re Sumping to )tep * without 

eqhausting the vrst siq, you’re likely misdiagnosing the problem.
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The 0ekovery conversation

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

Skript: The 0estart

“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. jeference 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 :0 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. jestart isn’t a failure. 

It’s a second draft. “nd second drafts are almost always better than the vrst 

ones.
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In Phapter 3L, we’ll look at what happens after the framework is stableD how 

to scale decision rights as your company grows from $6M to $30M to $3LM 

and beyond, including how to adapt the matriq for new serEice lines, new 

locations, and larger teams.

MMM
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“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 companyT 5he 1, templatesk the dollar thresholdsk the escalation 

triggersk and the role-speci.c playboo8s were all designed for a landscape 

company in the $6M to $xM range with one locationk one ops managerk one 

or two account managersk and siB to ten crewsT

5hat’s a great starting pointT Aut your company isn’t going to stay thereT It 

leastk it shouldn’tT Wf the decision rights framewor8 is wor8ingk it’s removing 

the bottlenec8 that was preventing growthT jhich means growth is comingT 

Ind when it doesk the framewor8 needs to grow with itT

5his chapter covers how decision rights evolve at each maCor revenue stagek 

what changes when you add locations or service linesk and how to avoid 

recreating the owner bottlenec8 at scaleT

Decision Rights by Revenue Stage



DESIGN YOURSELF OUT184

5he core principles don’t change as you growT Plosest Papable zersonT Plear 

criteriaT ObCective escalation triggersT Wnformation :ow instead of approval 

:owT 5hese hold at every siHeT

jhat changes is the structure( who the decision-ma8ers arek what thresholds 

applyk and how information :ows between layersT )ere’s how the framewor8 

evolves at each maCor stage(

$3M to $6M: The Foundation Stage

5his is where most readers of this boo8 are startingT 5he org structure is :at( 

ownerk maybe an ops manager —or a wor8ing foreman acting as oneFk maybe 

an account manager —or the owner handling sales and client relationships 

personallyFk and crew leaders who are really Cust senior crew membersT

It this stagek the framewor8’s primary Cob is to get the owner out of daily 

operational decisionsT 5he matriB is simple( two to three decision-ma8ers 

—ownerk ops managerk crew leadersF with relatively tight thresholdsT 5he 

owner is still involved in most .nancial decisions above a low threshold and 

all client-facing decisions above routineT

$3M to $6M Framework Characteristics

It this stagek the structure is simpler L but still intentionalT

Decision Layers

  5wo to three layers(

  Owner

  Ops Manager or 3oreman

  Prew 0eaders

Keep it lean. Complexity kills clarity at this size.

Equipment Threshold
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  Prew 0eader( up to $2DD

  Ops Manager( up to $1kDDD

  Owner( above $1kDDD

Keep capital tight. Protect cash woS.

Client Credit Authority

  Ops Manager or Iccount Manager( up to $1DD

  Owner( above $1DD

dpee, mattersb uvt control matters more at this leYel.

Hiring Authority

  Owner approves all hiresT

fov cannot ,elegate Shat yov cannot yet aWWor, to get Srong.

Overtime Authority

  Prew 0eader( up to 1 hour

  Ops Manager( up to + hours

  Owner( above + hours

Clear caps preYent margin erosion.

Cadence

  Monday standup

  3riday close-out

dkip the ’e,nes,ay reYieS iW yov ,onOt haYe a ,e,icate, Mps —anager yet.

Owner Time on Others’ Decisions
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  5arget( 1D to 1+ hours per wee8 —Yown from +D4F

fovOre not ovt oW operations yet A uvt yovOre tren,ing vpSar,.

It this siHek the goal isn’t sophisticationT Wt’s control without suffocationT

$6M to $10M: The Professionalization Stage

5his is where the boo8’s core templates are calibratedT 5he org structure 

professionaliHes( a dedicated ops managerk a dedicated account manager —or 

twoFk crew leaders who genuinely lead —not Cust drive the truc8Fk and possibly 

a :eet manager or of.ce manager with de.ned responsibilitiesT

It this stagek the framewor8’s primary Cob is to build a management layer that 

operates independently on daily and wee8ly decisionsT 5he owner transitions 

from operational decision-ma8er to strategic decision-ma8er and framewor8 

coachT

$6M to $10M Framework Characteristics

It this stagek the structure deepensT Iuthority eBpandsT Sour role begins to 

shift upwardT

Decision Layers

  5hree to four layers(

  Owner

  Ops Manager

  Iccount Manager—sF

  Prew 0eaders

Ivthority is no longer centralize,. GtOs ,istriuvte,.

Equipment Threshold

  Prew 0eader( up to $,DD



SCALING DECISION RIGHTS 187

  Ops Manager( up to $1k,DD

  Owner( above $1k,DD

dpee, increases. Rvar,rails stay intact.

Client Credit Authority

  Iccount Manager( up to $+DD

  Owner( above $+DD

Lesolvtion uecomes Waster an, more proWessional.

Hiring Authority

  Ops Manager owns seasonal and crew hiresT

  5he owner approves management hiresT

-ea,ership ,epth uecomes the Wocvs.

Overtime Authority

  Prew 0eader( up to + hours

  Ops Manager( up to / hours

  5he owner approves Gaturday or eBtended overtimeT

Pro,vction ,iscipline improYes Sithovt micromanagement.

Cadence

  3ull Monday & jednesday & 3riday cadenceT

Lhythm uecomes nonBnegotiaule.

Owner Time on Others’ Decisions

  5arget( 6 to x hours per wee8T
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fov are no longer the operations engine. fov are uecoming the architect.

$10M to $15M: The Leverage Stage

5his is where the branch manager role emerges or where the ops manager role 

splits into two —one for maintenancek one for construction&enhancementsFT 

5he account management function may be split into retention and growth 

rolesT 5he owner is no longer involved in daily operations at all and is focused 

on strategyk 8ey relationshipsk and business developmentT

It this stagek the framewor8’s primary Cob is to enable a management team 

to run the operation without the owner’s daily involvementT 5he matriB 

becomes a multi-layer system where decisions cascade through three or four 

levels before reaching the ownerT

$10M to $15M Framework Characteristics

It this levelk leadership becomes layeredT

Sou are no longer running a companyT Sou are running leaders who run the 

companyT

Decision Layers

  3our to .ve layers(

  Owner

  Aranch Manager or Reneral Manager

  Ops Manager—sF

  Iccount Manager—sF

  Prew 0eaders

Ivthority noS woSs throvgh managementb not arovn, it.

Equipment Threshold
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  Prew 0eader( up to $,DD

  Ops Manager( up to $+k,DD

  Aranch Manager( up to $,kDDD

  Owner( above $,kDDD

Capital ,ecisions match operational matvrity.

Client Credit Authority

  Iccount Manager( up to $2DD

  Aranch Manager( up to $,DD

  Owner( above $,DD

Client recoYery is Wast an, controlle,.

Hiring Authority

  Ops Manager owns all crew hiresT

  5he Aranch Manager approves ops-level hiresT

  5he owner approves branch management hiresT

fov noS manage lea,ership capacityb not lauor.

Overtime Authority

  Prew 0eader( up to + hours

  Ops Manager( up to / hours

  5he Aranch Manager approves Gaturday or eBtended overtimeT

—argin ,iscipline is emue,,e, at mvltiple leYels.

Cadence
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  Aranch runs its own internal cadenceT

  Owner receives(

  jee8ly branch report

  Monthly zV0 review

fov are no longer in ,aily operations.

Owner Time on Others’ Decisions

  5arget( 2 to , hours per wee8T

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 stagek the company may have multiple branchesk multiple service 

divisionsk and a corporate support structure —)Qk .nancek mar8etingFT 5he 

owner’s role has fully shifted to PEO( visionk strategyk capital allocationk 8ey 

relationshipsk and talent development at the senior levelT

5he decision rights framewor8 at this stage is a governance systemk not Cust 

an operational toolT Yecisions are distributed across a management teamk 

each member with clearly de.ned authorityk thresholdsk and accountabilityT 

5he owner’s involvement in operational decisions is essentially HeroT 5heir 

involvement is strategic and .nancialT

$15M to $20M+ Framework Characteristics

It this levelk you are no longer operating a companyT Sou are stewarding an 

organiHationT

Gtructure is institutionalT Iuthority is layeredT Iccountability is .nancialT

Decision Layers

  3ive or more layers(
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  PEO or Owner

  qz of Operations or POO

  Aranch Managers

  Ops Managers

  Iccount Managers

  Prew 0eaders

-ea,ership rvns throvgh leYelsb not arovn, them.

Equipment Threshold

  Aranch Managers( up to $1DkDDD

  qz or POO( up to $+,kDDD

  PEO( above $+,kDDD

Capital allocation is strategicb not reactiYe.

Client Credit Authority

  Aranch Managers( up to $1kDDD

  PEO( above $1kDDD

Client recoYery avthority sits Shere operational accovntauility liYes.

Hiring Authority

  Aranch Managers own all hires within their branchT

  PEO approves direct reports onlyT

fov hire lea,ers Sho hire lea,ers.

Overtime Authority
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  3ully delegated to the branch level within budget accountabilityT

.v,get replaces permission.

Cadence

  Aranch-level cadences run independentlyT

  PEO maintains(

  Monthly branch reviews

  “uarterly strategic reviews

/aily ,ecision woS ,oes not reach the top.

Owner Time on Others’ Decisions

  5arget( under + hours per wee8T

GW yov are still Del,ing ,aily operational ,ecisions at this stageb the architectvre is 

uroken.

5his tier now completes the progression( 

Control → Delegation → Distributed Authority → Institutional Structure

Scaling Trigger: When to Adjust the Thresholds

Sou don’t adCust thresholds on a calendar scheduleT Sou adCust them based on 

signalsT )ere are the triggers that tell you it’s time to eBpand authority at the 

neBt level(

Signal 1: Escalation fre”uency is too highT Wf your ops manager is escalating 

more than three to .ve decisions per wee8 that fall Cust above the current 

thresholdk the threshold is too tight for your current siHeT Qaise itT Wf most 

escalations cluster around a speci.c dollar amount —everything between 

$1k,DD and $+k,DD is coming to youFk that’s the eBact range you need to 

releaseT
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Signal 2: Yecision speed is sufferingT Wf good decisions are being delayed 

because they re”uire a level of approval that adds +/ to /x hoursk the approval 

re”uirement is costing you more than the ris8 of delegating itT E”uipment 

sitting idle for a day while waiting for approval costs more than the occasional 

imperfect repair decisionT

Signal 3: Sour capable people are frustratedT jhen a competent ops manager 

or branch manager starts eBpressing frustration about the thresholds —%W 

8now what the right call isk but W have to wait for approval?Fk that frustration 

is a signal that the framewor8 hasn’t 8ept up with the person’s developmentT 

EBpand their authority before you lose themT

Signal 4: Qevenue has grown +,N or more since the last threshold reviewT Is 

revenue growsk the relative signi.cance of dollar amounts changesT I $1k,DD 

repair decision at $6M is a bigger deal proportionally than at $1DMT Gcale the 

thresholds with the revenue so the framewor8 maintains the same functional 

relationship to the businessT

Signal 5: Sou’ve added a management layerT jhen you hire a branch manager 

or split the ops rolek the decision matriB needs a new columnT 5he new role 

needs to be de.ned with authorityk and the eBisting roles need to 8now how 

their authority interacts with the new oneT

Adding a Second Location

Opening a second location is the moment that tests your decision rights 

framewor8 more than any otherT Wf the framewor8 is solidk the second location 

launches with a functioning operating system on day oneT Wf the framewor8 

is wea8 or eBists only in the owner’s headk the second location creates double 

the chaos and half the controlT

Here’s the sequence for extending decision rights to a new location:

Step 1: Plone the matriBT Gtart with your eBisting matriB as the template for 

the new locationT Game .ve columnsk same criteria structurek same escalation 

logicT IdCust thresholds only if the new location operates at a different scale 

or in a different mar8etT
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Step 2: Ippoint the branch manager .rstT Aefore you open the new locationk 

the person who will run it needs to be identi.edk trained on the framewor8k 

and given time —ideally 2D to 6D daysF to operate within the eBisting location’s 

matriBT 5hey need to learn the system before they carry it somewhere newT

Step 3: Qun parallel cadencesT Each location runs its own 

Monday&jednesday&3riday cadence independentlyT 5he owner doesn’t 

attend bothT Each branch manager leads their own cadenceT 5he owner gets 

a wee8ly branch report from each location and holds monthly zV0 reviews 

with each branch managerT

Step 4: Ye.ne cross-branch decisionsT Gome decisions will span both 

locations( shared e”uipmentk shared clientsk staf.ng transfers between 

branchesk company-wide vendor relationshipsk uni.ed pricing strategyT 

5hese need eBplicit decision rulesT jho decides when Aranch I wants to 

borrow a crew from Aranch A* jho decides when a client has properties in 

both territories* Auild a short cross-branch decision matriB that both branch 

managers referenceT

Step 5: Qesist the urge to centraliHeT 5he most common mista8e owners 

ma8e when opening a second location is re-centraliHing decisions because 

they’re nervous about losing controlT Wf you reinsert yourself as the decision 

hub between two locationsk you’ve created a worse bottlenec8 than you had 

with oneT 5rust the framewor8T 0et the branch managers runT )old them 

accountable for results through the cadence and the zV0T

Adding Service Lines

Many landscape companies eBpand from pure maintenance into 

constructionk irrigationk holiday lightingk arbor carek pest controlk or other 

specialiHed servicesT Each new service line introduces decisions that don’t 

eBist in the maintenance matriBT

5he 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 serviceT Ponstruction decisions —change order authorityk material 

procurementk sub managementF are different from maintenance decisionsT 
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Wrrigation decisions —system design approvalk emergency repair authorityF are 

different from bothT

5he 8ey principle when adding service lines(

Service Line Decision Rights Principles

Is your company growsk service lines add compleBityT Gtructure must eBpand 

with themT

1. Every Service Line Has Its Own Matrix

  Each service line must have its own decision matriBT

  Priteria should be speci.c to that serviceT

  Enhancementsk irrigationk maintenancek and design-build do not 

operate under identical ris8 pro.lesT Sour authority structure should 

re:ect that realityT

2. Cross-Service Decisions Must Be Explicit

  Ghared clientsT

  Ghared e”uipmentT

  Ghared laborT

  5hese decisions follow the same logic as cross-branch decisionsT

  Ye.ne clearly who owns the callT Imbiguity between departments 

creates friction faster than almost anything elseT

3. One Final Arbiter

  5he Aranch Manager L or the Owner in a single-location company 

L resolves con:icts between service linesT

  5here must be one clear tie-brea8erT
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  Ghared authority without de.ned resolution e”uals politicsT

4. New Service Lines Start Tight

  Jew service lines begin with tighter thresholdsT

  Iuthority eBpands as the team demonstrates competenceT

  Yo not eBtend broad authority to an unproven division simply 

because it eBists elsewhere in the companyT

  5rust should follow performanceT

5. Integrate the Cadence

  I new service line integrates into the eBisting branch cadenceT

  Yo not create a separate meeting rhythm unless the division grows 

large enough to Custify independent operationsT

  More meetings do not e”ual more structureT Ilignment doesT

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:

Wf you’re a $1DM company and you’re still spending ,DN of your time on 

operationsk the decision rights framewor8 hasn’t scaled with the businessT 

Either the thresholds haven’t eBpandedk the management team hasn’t 

developedk or you’re unconsciously holding on to operational involvement 

because it’s where you feel most competent and most neededT
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5hat last one is the hardest to admit and the most common at the $1DM to 

$1,M stageT 5he owner 8nowsk intellectuallyk that they should be focused on 

strategyT Aut the strategy feels abstractk and the results are slowT Operations 

feel tangiblek and the feedbac8 is immediateT 5he temptation to stay involved 

in operations isn’t about the company needing you thereT Wt’s about you 

needing to be thereT Ind recogniHing that distinction is the .nal step in the 

Courney this boo8 is designed to ta8e you onT

5he decision rights framewor8 gives you the mechanism to let goT 5he scaling 

roadmap in this chapter gives you the progressionT Aut the willingness to 

actually let go* 5hat’s yours to .ndT Ind W can tell you from 2D years of 

eBperience wor8ing with landscape companies( the owners who .nd it build 

the companies that lastT

Wn Phapter 16k we’ll loo8 at how technology and IW are changing the decision 

landscape in +D+6k and how the decision rights framewor8 positions your 

company to adopt new tools from a place of clarity rather than chaosT

KKK
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“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 

-Owner of an $8M landscape company, after a failed software 

implementation

L et’s get something out of the way early: this chapter is not going to 

tell you which software to buy. Technology in the landscape industry 

is evolving so fast that any specikc product recommendation would be 

outdated before this booW hits the shelf. Ihat A’m going to do instead is give 

you a frameworW for thinWing about technology and RA that will serve you 

regardless of which tools come and go.

’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.

Cemember 3hapter ?“ ”Ie need better softwarex was one of the kve 

traditional solutions that fail. The reason it fails is that software automates 
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your eBisting system. Af your eBisting system is ”every decision funnels to 

the owner,x the software will help you funnel decisions to the owner more 

efkciently. That’s not the improvement you need.

Yut if you’ve built the decision rights frameworW from this booW, you have 

something most landscape companies don’t: a clearly dekned decision 

architecture. 2ou Wnow who decides what, under what criteria, with what 

escalation triggers. That architecture is eBactly what technology needs to 

support effectively. Rnd it’s eBactly what RA needs to augment intelligently.

Where AI Is Already Showing Up in Landscape Operations

Rs of 060S, RA is touching landscape operations in several areas. zome of these 

are mature and proven. zome are emerging and eBperimental. Rll of them 

worW better when decision rights are dekned.

Routing and Scheduling Optimization

RA-powered routing tools can analyje historical data, crew capacity, weather 

forecasts, trafkc patterns, and client priority tiers to suggest optimijed daily 

routes. These tools are most effective when they Wnow the decision rules: 

which clients get priority, the constraints on crew assignments, and the 

tolerance for deviation from the standard route.

Af you’ve built the scheduling section of your decision rights matriB, you’ve 

already documented those rules. The RA doesn’t replace your ops manager’s 

qudgment. At gives your ops manager a better starting point and frees them 

to focus on the eBceptions and the qudgment calls that the algorithm can’t 

handle.

Predictive Equipment Maintenance

Telematics and AoT sensors on e1uipment can tracW runtime, fuel 

consumption, vibration patterns, and maintenance intervals. RA systems 

analyje this data to predict when a piece of e1uipment is liWely to fail, 

allowing you to schedule maintenance before a breaWdown happens in the 

keld.
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This connects directly to your e1uipment decision matriB. Ihen the RA 5ags 

a mower for preventive maintenance, your ops manager already Wnows the 

criteria: repair if the cost is under $4,%66 and the replacement value is under 

E6G. The RA provides the data. The decision rights frameworW provides the 

decision rules. Together, they eliminate the reactive breaWdown cycle that 

Wills productivity.

Client Communication Automation

RA tools can automate routine client communications, including service 

conkrmations, weather-delay notikcations, post-service 1uality reports, and 

renewal reminders. The best of these tools can draft personalijed messages 

based on the client’s history and preferences.

2our account manager’s decision rights matriB already deknes when to 

communicate proactively, what triggers a client notikcation, and the 

appropriate tone and content. RA handles routine communications. 2our 

account manager handles the relationships, the complaints, and the 

qudgment calls. 3lear decision rights tell the RA what to automate and what 

to leave for a human.

Estimating and Pricing Assistance

RA tools can analyje property sije, service history, material costs, labor 

rates, and competitive data to generate pricing estimates faster and more 

consistently than manual processes. zome tools can even analyje satellite 

imagery to estimate property measurements and service re1uirements.

This is one area where the decision rights frameworW is especially valuable. 

2our pricing matriB deknes the minimum margins, the rate card, and the 

escalation triggers for non-standard pricing. RA can generate the estimate. 

The decision rights frameworW determines who approves it and under what 

conditions. The account manager approves standard estimates within the 

rate card. The owner approves non-standard pricing or competitive bid 

responses. 3lear lanes for clear decisions.

Quality Monitoring
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Pmerging tools use drone imagery, HDz-tagged crew photos, and computer 

vision to assess property 1uality after service. These systems can compare 

current conditions to historical baselines and 5ag properties where 1uality 

may have declined.

This directly supports the 1uality decision matriB. Ihen an RA system 5ags 

a property, the crew leader or ops manager already Wnows the criteria for 

reworW decisions. The technology provides the data. The matriB provides the 

decision path. The combination is more consistent than either one alone.

The Decision Rights Framework as Your AI Readiness Layer

—ere’s something that most technology vendors won’t tell you but that A’ve 

seen proven repeatedly: the single biggest predictor of whether a landscape 

company succeeds with new technology is not the 1uality of the software. At’s 

the clarity of the company’s decision-maWing structure.

3ompanies with clear decision rights adopt technology faster, get better 

results, and avoid the most common implementation failures. —ere’s why:

Technology Without Decision Rights vs. Technology With Decision 

Rights

Technology does not xb kottlenec.sS rtu�ct�ue doesS

—ere’s the difference.

  Software Con’guration

  Iithout Necision Cights

  zoftware is conkgured around the owner as the central 

decision-maWer. Pverything still funnels to one person K qust 

digitally.

  Iith Necision Cights

  zoftware is conkgured to support distributed decisions. 3rew 

leaders, Ops Managers, and Rccount Managers have system 
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access aligned with their authority.

  AI and Recommendations

  Iithout Necision Cights

  RA recommendations go to the owner, who becomes the 

bottlenecW for approving them.

  Iith Necision Cights

  RA recommendations go to the appropriate decision-maWer 

based on the matriB.

  Couting suggestions go to the Ops Manager.

  Dricing suggestions go to the Rccount Manager.

  Ruthority drives technology K not the other way around.

  Data Tracking

  Iithout Necision Cights

  Uobody Wnows what data to tracW because nobody has 

dekned which decisions re1uire data.

  Iith Necision Cights

  The QDA dashboard deknes eBactly what data matters.

  Technology is conkgured to provide that data.

  3larity determines metrics.

  Training

  Iithout Necision Cights

  Training is generic. Pveryone learns the software.
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  Uobody learns how to use it for their specikc decisions.

  Iith Necision Cights

  Training is role-specikc.

  Pach person learns the features that support their authority.

  The 3rew Leader learns the 1uality photo tool.

  The Ops Manager learns the scheduling optimijer.

  Training reinforces structure.

  TechnologyHs Role

  Iithout Necision Cights

  Technology becomes another system to manage instead of a 

tool that reduces management burden.

  Iith Necision Cights

  Technology automates routine decisions and data collection, 

freeing people to focus on qudgment calls.

  Technology amplikes clarity. At does not create it.

The decision rights frameworW you’ve built is, essentially, an RA 

implementation guide. Pvery decision in your matriB that has clear criteria, 

obqective thresholds, and dekned escalation triggers is a decision that 

technology can support or partially automate. The clearer the criteria, the 

more effectively technology can help.

What AI Can Decide vs What 1umans Must Decide

Uot every decision in your matriB should be touched by RA. (nderstanding 

which decisions benekt from technology and which ones re1uire human 

qudgment is critical for smart adoption.
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The AI Decision Spectrum

RA is not a replacement for leadership. At is a tool, and tools must be placed 

inside a structure.

—ere’s how to thinW about it.

  Automate

  RA handles. —umans monitor.

  These are routine, rules-based decisions.

  Coutine scheduling and route optimijation

  Ieather-triggered client notikcations

  Dreventive maintenance scheduling based on e1uipment data

  ztandard invoice generation and payment reminders

  Dost-service conkrmation messages

  Af the criteria are clear, RA can eBecute consistently.

  Assist

  RA provides data or recommendations. —umans decide. These are 

qudgment calls supported by analysis.

  Dricing estimates and margin analysis

  )uality 5agging from photo or drone data

  3rew performance trend analysis

  3lient retention risW scoring

  P1uipment repair versus replacement analysis

  RA informs. Leaders decide.
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  1uman Only

  RA has no role. These decisions re1uire conteBt, nuance, and 

values.

  —iring and termination decisions

  3lient relationship recovery conversations /the RCAR 

frameworW7

  zafety qudgment calls

  3rew con5ict resolution

  3ultural and values-based decisions

  ztrategic direction and growth planning

Wtrubture determines where AI kelon,s. Bithout debision 

ri,htsx AI breates bonfusion. Bith debision ri,htsx AI breates 

levera,e.

Uotice the pattern: the more a decision involves relationships, qudgment, 

safety, or values, the more it belongs to humans. The more a decision 

involves data, patterns, repetition, or calculation, the more it benekts from 

RA assistance. 2our decision rights matriB already categorijes decisions this 

way. The RA decision spectrum is qust another lens on the same frameworW.

Technology Adoption Sequence

Af you’re thinWing about investing in technology /and you should be, because 

the companies that don’t will fall behind7, here’s the se1uence A recommend. 

At’s built on the assumption that you have a functioning decision rights 

frameworW in place.

Phase :G bet the 2asics right. Yefore you invest in RA, maWe sure your 

fundamental technology stacW is solid. 2ou need a functioning 3CM for client 
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management, a scheduling'routing platform, a time-tracWing system, and a 

basic knancial reporting tool. Af any of these are missing or broWen, kB them 

krst. RA tools built on bad data produce bad recommendations.

Phase 3G Automate the routine. (se technology to automate the decisions 

that your matriB classikes as routine and criteria-based. Rutomated 

scheduling suggestions.

Rutomated client notikcations. Rutomated e1uipment maintenance alerts. 

These are the decisions with clear, repeatable criteria that don’t re1uire 

qudgment. Rutomate them and give your people more time for the decisions 

that do re1uire qudgment.

Phase 4G Add intelligence. Once the routine is automated, add RA tools 

that provide insights and recommendations. Dricing optimijation. 3lient 

retention risW scoring. 3rew productivity analysis. P1uipment lifecycle 

forecasting. These tools don’t maWe decisions. They inform decisions. 2our 

ops manager still decides. The RA gives them better data to base their 

decisions on.

Phase xG Integrate. Rs your technology stacW matures, integrate the tools 

so that data 5ows seamlessly between systems. The scheduling platform 

talWs to the 3CM, which talWs to the knancial system, which feeds the QDA 

dashboard. Antegration eliminates manual data entry, reduces errors, and 

gives your decision-maWers a single source of truth.

This se1uence Weeps you from the most common mistaWe A see: buying 

eBpensive RA tools before your basic systems are in order. Rn RA-powered 

scheduling optimijer running on incomplete client data and manual crew 

tracWing will produce garbage. R simple scheduling platform running on 

clean data with clear decision rights will outperform it every time.

Protecting Against the Technology Trap

R warning for 060S and beyond: the landscape technology marWet is 5ooded 

with vendors promising RA will transform your business. zome of them are 
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right. Many of them sell solutions to problems you don’t have, or solutions 

that re1uire a level of data infrastructure you haven’t built yet.

qefore you invest in any tebhnolo,yx as” three (uestionsg

4. Ihich decision in my matriB does this tool support“ Af you can’t 

connect the tool to a specikc decision in your frameworW, it’s 

a nice-to-have, not a need-to-have. Pvery technology investment 

should map to a decision your team regularly maWes.

0. Iho in my organijation will use this tool, and do they have the 

authority to act on its output“ Af a tool generates great scheduling 

recommendations but sends them to the owner for approval before 

the ops manager can act on them, the tool hasn’t solved the 

bottlenecW. At’s qust digitijed it. The tool should serve the person who 

maWes the decision.

?. Noes this tool re1uire clean data that A don’t currently have“ RA is 

only as good as the data it runs on. Af a tool re1uires two years of HDz 

tracWing data and you qust started tracWing last month, the tool isn’t 

ready for you yet. Yuild the data foundation krst.

The Technology Investment Test

Yefore signing any technology contract over $%66 per month, answer these 

1uestions.

Af you can’t answer them clearly, don’t sign.

4. Which speci’c decisions in our matri? does this support9

  Technology should reinforce dekned authority K not create new 

ambiguity.

  Af you cannot name the decision category it strengthens, you 

don’t need it yet.

0. Who is the primary user9
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  Noes that person have decision authority to act on the output“

  Af the tool produces insights but the user still has to ”checW 

with the owner,x you’ve created a bottlenecW with better 

graphics.

?. Do we have the data quality and infrastructure to feed this tool9

  Harbage in, garbage out.

  Af your routing data, qob costing, or 1uality documentation is 

inconsistent, automation will amplify errors K not kB them.

E. What does success look like at 0, days9

  Nekne a specikc, measurable outcome.

  Pscalations reduced by 06 percent.

  Coute efkciency improved by 8 percent.

  3omplaint resolution time is cut in half.

  Uo metric. Uo purchase.

%. What happens if this tool goes down for a week9

  Af the answer is ”chaos,x your decision rights frameworW is not 

strong enough.

  ztructure must function independently of software.

If you canHt con’dently answer all ’veN wait.

Technology is leverage. Leverage only worWs when the foundation is solid.

The Future Is Clear DecisionsN Jot ;ust Smart Software

The landscape companies that will thrive in 060S and beyond aren’t the 

ones with the most advanced technology. They’re the ones with the clearest 
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decision-maWing structures. Technology will come and go. Dlatforms will 

merge, fail, and be replaced. RA capabilities will eBpand in ways none of us 

can fully predict.

Yut the company that Wnows who decides what, with what criteria, and 

under what conditions will adopt every new tool faster, implement it more 

effectively, and eBtract more value from it than the company that’s still 

running everything through the owner’s phone.

The decision rights frameworW is technology-proof because it’s not 

technology. At’s architecture. Rnd architectures outlast the tools built on top 

of them.

An 3hapter 4*, we’ll close the booW with the topic that every landscape owner 

thinWs about eventually: building a company that has value beyond you. 

PBit planning, valuation, and how the decision rights frameworW directly 

increases your companyJs value to a buyer.

KKK
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“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 
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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

(et’s talk numbers. (andscape companies are typically valued as a multiple 

of EBITDA zearnings before interest, taxes, depreciation, and amorti)ationH. 

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.

Cere’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.
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  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.

  Rlear 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.

  Rlear growth tra“ectory.

  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.WM. The same 

company with the same revenue and the same EBITDA but with a functioning 
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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 re?ects risk. qhen a buyer looks at an 

owner-dependent company, they see riskj what happens if the owner leaves 

during transition9 qhat happens if the owner’s key relationships don’t 

transfer9 qhat 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. qith 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. Ran 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 YOI dashboard, and in the escalation data that 

shows how few decisions reach the owner.

  What to demonstrate: %our decision audit data showing the 

reduction in owner-dependent decisions. The matrix itself. The 
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cadence that runs without owner involvement. Ideally, a period 

where you were absent zvacation, conference, sabbaticalH 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 Oart 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.

  What to demonstrate: 7rg chart with de3ned decision authority 

at each level. 6ole-speci3c playbooks for each key position. YOI 

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 recurring revenue only has 

value if clients actually stick. A company with W54 annual 

retention is worth signi3cantly more than one with U:4 

retention, even at the same revenue level.

  The account manager’s decision rights directly affect retention. 

qhen complaints are resolved in & hours instead of &W, 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 
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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. Rlient tenure data. Evidence 

that retention is driven by the system, not by the owner’s 

personal relationships.

&. 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 escalation triggers, the Kuality 

checklists, the A6IA framework, the cadence agendas, the YOI 

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. Radence agendas. YOI 

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. Rhapter 

15 showed how the same principles apply from $0M to $2:M 
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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 Rhapter 15 

applied to your company. Evidence that the framework has 

already scaled zif you’ve grown during implementationH. 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 O*(, 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 Rhapter 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

%our internal successor is ready when the business no longer depends on you 

to stabili)e it.
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(ook for these signals.

1. Independent P&L Management

  They have managed a branch or division O*( independently for 

at least four consecutive Kuarters.

  No shadow approval. No Kuiet backstopping.

  Independent ownership.

  Ronsistent Margin Oerformance

  Their branch or division meets or exceeds margin targets 

consistently.

  Not one good month. Not one strong Kuarter. Ronsistently.

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

  7perational decisions in their area rarely escalate to you.

  Targetj fewer than two to three escalations per week.

  Silence is a signal.

&. Crisis Ownership

  They have handled at least one signi3cant crisis without your 

direct involvement.

  Employee departure.
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  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

  Rlients and employees trust them directly.

  Not as your extension.

  As their leader.

  Succession isn’t a title.

  It’s a pattern.

qhen these indicators are consistently present, you don’t have a dependency. 

%ou have a successor.

The Two-Year Exit Preparation Timeline

qhether you’re selling externally or transitioning internally, give yourself 

at least two years of preparation. Cere’s how the decision rights framework 

supports each phasej
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Months 1 through 6: Build and implement the framework. Follow the 

P:-day plan from Rhapter 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 12: Document and demonstrate. Oackage the framework 

for presentationj organi)e the matrix, playbooks, dashboards, and historical 

YOI data into a format that tells the story of a company that operates on 

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 18: 7ptimi)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. Rlean up the 3nancialsj consistent 

reporting, clear O*( by division, documented revenue and cost trends.

Months 19 through 24: Oosition and execute. If selling externally, engage a 

broker or M*A advisor. Oresent 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 

representationH 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.

%ou started a landscape company, maybe with a truck, a mower, and a 

willingness to outwork everyone around you. %ou built something from 

nothing. %ou hired people, served clients, survived recessions, and 3gured out 

a thousand things that nobody taught you. That’s remarkable. That deserves 

respect.
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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. Rlear criteria. 

De3ned escalation triggers. Information ?ow instead of approval ?ow. 

A cadence that keeps it alive. 6ole-speci3c playbooks that put the right 

authority in the right hands.

qhat’s hard isn’t the framework. qhat’s hard is letting go. Trusting the 

system. Accepting that ”differentL isn’t ”wrong.L qatching 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. Oass it to the next generation. Sell it for 

a number that re?ects what you’ve built. Take the vacation you’ve been 

postponing for 3fteen years.

The choice is yours. For the 3rst time, it really is.

JJJ
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CHAPTER E  IHTEEG

ANBOT THE AOTHBR

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 1rst operation at S3 and had incorporated an 6 corporation by ST. -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 

MC02 in revenue break throuHh Hrozth ceilinHs by installinH the operational 

systems that eliminate ozner bottlenecks.

As a fractional Ohief 'peratinH 'f1cer and Advisor, Paul™s proprietary  

Lead6cape:  methodoloHy combines decision riHhts framezorks, 

operational cadences, and rolegspeci1c 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 certi1cations as a 

2axzell Leadership Ooach, -rainer, 6peaker, and Iacilitator, as zell as a 

Oerti1ed Kj6O wehavioral Assessment Oonsultant. -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 O'' or Advisor, providinH handsgon implementation 

of the framezorks in this book. jf you™re interested in learninH more about 
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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 SR 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 Oompanion Wesources.

Connect With Paul

@ebsiteE Kimensional Performance Kevelopment

LinkedjnE httpsE55zzz.linkedin.com5in5dimensionalpd5

FmailE paul’dimensionalpd.com

Schedule a Discovery Call: 

6peakinH and zorkshopsE Paul is available for keynotes, zorkshops, 

and conference presentations on decision riHhts, operational scalinH, and 

landscape company Hrozth. Oontact Paul.

For Fractional COO Engagement

jf you<re a landscape company ozner betzeen M32 and MC02 in revenue and 

you zant help implementinH the framezorks in this book, Paul zorks zith 

a limited number of companies as a fractional O''. -ypical enHaHements 

run T to SC 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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