The Blueprint System™

DOCUMENT #22
The Blueprint System™ - Growth Optimization Series

Post-Purchase Growth Acceleration

Double revenue in 18 months using these proven plays

r

The 2X Formula

Most businesses can double by optimizing just 4 levers:

e Pricing: 10-20% increase = 30-60% profit boost

e Customer Retention: 5% improvement = 25% profit increase
e Average Transaction: 15% increase = 15% revenue boost

e Purchase Frequency: 20% increase = 20% revenue boost

Phase 1: Quick Wins (Days 1-90)

s

1. The Price Optimization Play

Week 1-2: Price Discovery

e Mystery shop all competitors

e Survey top 20% of customers on value perception
* Analyze price sensitivity by service line

e |dentify "premium" positioning opportunities
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Week 3-4: Test & Implement
The 10-10-10 Rule:

e Raise prices 10% on new customers
* Raise 10% on bottom 50% of existing
e Keep top 10% at current rates (for now)

Result: 7-8% immediate revenue increase

2. The Upsell Machine

Current Upsell Success

. . Revenue Impact
Service Opportunity Rate

Maintenance

HVAC Repair 35% +$300/customer/year
contract

Plumbing Whole-home . .

. . . 25% +$200 immediate
Service inspection
) Fertilization

Landscaping 40% +$600/customer/year

program
o Annual touch-up
Painting 20% +$400/customer/year

plan

Implementation script:
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"While I'm here, | noticed [specific observation]. We have a program that
prevents this for about $X/month. Most of our customers find it saves them
$Y per year. Should | include that?"

Phase 2: Systems & Processes (Days 91-180)

r

3. The Tech Stack Revolution

Month 4: CRM Implementation

e Tool: HubSpot or ServiceTitan
e Cost: $100-500/month
e ROI: 20-30% efficiency gain

Month 5: Automated Marketing

e Email campaigns for service reminders
e Text messaging for appointments

e Review requests automated

e Result: 25% more repeat business

Month 6: Route Optimization

e Software: Route4Me or OptimoRoute
e Save: 2 hours/day per truck
e Result: 20% more jobs per day

Phase 3: Market Expansion (Days 181-365)
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4. Geographic Expansion Model

The Hub & Spoke Strategy:

1. Identify adjacent zip codes with similar demographics

2. Test with targeted digital ads ($1,000 budget)

3. Measure response rate vs. current territory

4. Expand if CAC (Customer Acquisition Cost) is within 20%

Expansion Metrics:

* New territory revenue: $20-50k/month within 6 months
e Investment needed: $10-20k marketing

* Breakeven: Month 3-4

e ROI: 300-500% Year 1

Revenue Acceleration Tactics

Months 1-3: Foundation

e Price increases: +8% revenue
e Basic upsells: +5% revenue
e Efficiency gains: +10% capacity

Months 4-9: Systems

¢ CRM/automation: +15% efficiency
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e Service expansion: +10% revenue

e Customer retention: +5% revenue

Months 10-18: Scale

e Territory expansion: +25% revenue
e Team growth: +30% capacity

e Premium services: +15% margins

Customer Lifetime Value Maximization

The CLV Formula

e

Current State:

e Average transaction: $400
* Frequency: 2x per year

e Retention: 3 years

e CLV: $2,400

Optimized State:

Average transaction: $500 (+25%)
Frequency: 3x per year (+50%)
Retention: 5 years (+67%)

CLV: $7,500 (+213%)

.

How to achieve this:

1. Membership programs with priority service
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4. Referral incentives

2. Bundled service packages
3. Loyalty rewards system

The Blueprint System™

5. Proactive maintenance reminders

Digital Marketing Domination

r

Channel

Google Ads

Facebook/Instagram

SEQ/Content

Email/SMS

Referral Program

Review Generation

*Long-term ROI

Budget

$3,000

$2,000

$2,000

$500

$1,500

$1,000

The $10k/Month Marketing Machine

Expected
Leads

150

200

100

150

73

50

Cost per
Lead

$20

$10

$20

$3

$20

$20

ROI

300%

400%

500%*

1000%

600%

400%

Team Building for Growth
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The Talent Multiplication Strategy

Key Hires Timeline:

1. Month 2: Operations Manager ($60-80k)

2. Month 4: Sales Manager ($50k + commission)

3. Month 6: Marketing Coordinator ($40-50k)

4. Month 9: Customer Success Manager ($45-55Kk)
5. Month 12: Additional Service Teams (as needed)

ROI on Key Hires:

¢ Ops Manager: Frees 30 hours/week = $150k value
e Sales Manager: 20% revenue increase = $400k
» Marketing: 2x lead generation = $300k value

Acquisition Integration Strategy

s

Bolt-On Acquisition Targets

Month 12-18: Buy Competitors

Target: 0.5-1x revenue competitors
Price: 2-3x EBITDA (distressed)
Integration: Keep best customers/employees

e Synergies: 40-60% cost reduction

Example Bolt-On:

e Purchase price: $300k
* Revenue added: $1M
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e Kept costs: $600k
* New profit: $400k
e ROI: 133% Year 1

Premium Service Development

High-Margin Add-Ons

Base Service Premium Version Price Increase Take Rate

Standard Service White Glove Service +50% 20%

Next Day Same Day +75% 15%

Business Hours 24[7 Emergency +100% 10%

Basic Warranty Lifetime Guarantee +30% 25%
Metrics Dashboard for Growth
p

Weekly KPIs to Track
Metric Target Why It Matters
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Customer Acquisition Cost

Average Ticket

Close Rate

Customer Retention

Google Reviews

The Blueprint System™

<$100

+5% monthly

>70%

>80%

4.5+ stars

Marketing effectiveness

Upsell success

Sales effectiveness

Service quality

Reputation/lead quality

The EXxit Value Creation

Building to Sell

After 18 Months:

Valuation: $3.2-4M

Revenue: Doubled to $4M
EBITDA: $800k (20% margins)
Multiple: 4-5x (systemized growth)

Purchase Price: $1M (3x EBITDA on $333k)

Return: 220-320% in 18 months
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