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» Service is job #1 at Pro Scapes,
- Syracuse, New York

Rick Kierin
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PROFILE

COMPANY NAME

Pro Scapes

6810 East Seneca Tnpk.
Jamesville, NY 13073

Owner- Rick Kier

inded: 1978




ick Kier staried Pro-Scapes Inc, in 1978 when he
bought his first pickup trock, He was in ninth
arade. After making all 36 pavments he bought a
second truck and never laoked back,

Even at that age, Kier hod already learned a
thing or two about service, When he was just 11 vears ofbd,
he constrected some home-made business cards and passed
them out along his paper route, He asked customers il they
wunted  their yands raked or mowed. Only one person
reaponded, a Gicde old ladv, Kier ook care of her yord [or the
next 13 vears,

Elier learned [rom those carly expenences that service is
Job one, “Whalever customers want, give it m them,” says
Kier. “Tust keep giving and giving until the customer smiles,

Feally, vou moeke a customer unbappy and you're nat only
going to lose their business bat they’re going o 1ell ather
people. 1 don't have a single costomer todav that, at one
point of another, didn’t have some Kind of problem with our

service. The difference between o good contractor and 2 bad
contractor i8 nat whether or not you have problems. It's how
you handle those problems.”

Service first

Service is Kier's constunt mantm. He takes pride in taking
on new customers who have never been happy with other
contractors. He telks about listening carefully o what cus-
tomers want, writing things down and doing the waork accord-
ing o what it will take to meet those needs, That might make
Pro Scapes a bit more expensive than the low-hid competi-
tiom, bt ic°s what the customer wants, and that’s Kier's pri-
mury consideration.

“Alter we write down the customer's needs,” sevs Kier,
“we pul those notes into our
svstem so they show up on
the work order every single
tme we print il We con-
stantly  remnforce with our
puvs  the  importance of
thowse notes and that they do
the job the way the cus-
wmer wanis, So it 4 cus-
tomer hos o special reguest
that they made 10 yeurs ago,
we combinue w0 do the work
that special way. That gives
us o very high rate of cus-
toreker sisfaction.”

Kier believes in  the
power of process. Hecause
af the natare of employes
turnowver in the landscaping
industry,  Kier allempts o
train the syatem as much as
emplovees. “The informa-
tan is there for our crews
every woeck, nn matter whi
i5 0 the crew. And, when o
cuslomer  asks them  for
something special, our fore-
men- are instructed not just
1o do it and forget about ir,
They have o wiite it down
0 we can put it in the com-
puier system for [ulure pen-
erations of foremen who
may be working on that job”

Like other landscape contractors, the most challenging
part of Kier's business 15 labor *“['m a good organizer and

i Contined on page (1)
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{ Comtinued from page 3]

problem-solver. [ think
I'm u preny good
thinker. 1f [ could just
get a handle on that
labor thing, [ think my
business would be mwice
its size right now,
Figuring oul how o
keep good employees,
aml how 10 keep them
happy, motivated and
organized, is what Kier
desires mnsl, He's con-
stantly louking for new
ways 1o instruet employ-
gas  without  coming
Across BE negitive or

p—
Pro Scapes bills about 51.2 million and
employs shout 30 full- and pan-time employees.
In winter, eight peaple stay on full time and all
other emplovees are on call for snow plowing.

Maintenance driven

During the prowing season. the company is
primarily @ grounds-maintenance organization.
“Or bread and butter is madntenance, although
we do some landscape design/build, mostly for
our existiing maintenance customers” says Kier,
“[ try e keep the compuny growing by keeping
service quality at o very high level. With mainte-
nance work, if we do a good job, customers tend
to keep us. With design/build, when the job is fin-
iched, no matter how wonderful we did, we'ne off
laoking [or the next job. 17 there isn’t a next job.
then theres no work for the crows. Designfbuoild
is also a vicious cycle, When the economy slows,
everyone’s in the same boat. Compeliloms begin 10
cut prices just to keep their crews busy, They're
not even brying 10 make money anymore, When
they do that, the bottom Falls oul o the macket,
But with maintenance, it's very steady and ongo-
ing.

*We find that we get the types of clientele that
we'te looking for through 2 natural selection
process, The people who aren’t willing 1o pay for
top-gquality service don't come on board. Or 1f
they do come on board for some other reason,
they cventually find the low bidder and gravitate

critical. “A lol of us in away from us. Those end o be the people whoe
Privtarily a this industry tend to think things will get better all - have Jower expectations gnd wanl the lowesl
gransrili- hy themselves if we just keep on doing the same  price, We provide an excellent serviee and some-
HHEEITITC old things, I1"s nat Wrue. The definition of insanity  times we have Lo charge a higher price 10 do it
-:nmmlu':rm'ml. is doing the same old things and expecting diffec- — Some peaple aren’t willing 1o pay iL”
ol Scapias enl results, We have o find ways to gel out of the Ta further assure guality service, Pro Scapes’
:::::;::d Lot and make o concerted effort 1o do things dil-  account managers conduct properly inspections
of resilgntiad ferently.” randomly or on a n?gu!a: bitsis. Thn:]r' 1.'i_.tcu L=
Sy One way is with new technulogy. To that end  tomers unsolicited, inspect job sites during and
e Kier hupes the digital cumera will come in handy — affer they have been completed and drop in on
CHSHRErT. for instructionul purposes, T cun ke a picture of  work crews regulurly just 10 keep them on their
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something — say i weed growing up through the
middle of & juniper. Then without « lolof fanfare,
[ can turn it into a clear example and label it. Then
1 don’t have to pick on o specific crew or job sie
for net noticing such a thing. And I can use that
image to help current and funere employees (o
visually identify what a weed looks like hiding in
the junipers. 1 can make that part of a iraining pro-

toes and to supply them with anything they miy
neel.

Added efficiencies

If service s the hean of Pro Scupes, then elfi-
ciency is its Dloodline, Kier has developed a
weekly goal-time graph which he posts o his
crews. The graph provides a visual gauge so fore-




men can judge how much
time o project should take
o complete. Says Kier,
“I's amazing. A crew
will oo out an i job with 4
goal time of 100 hours,
And  somehar they'll
manage to pull it wogether.
Mavbe it take them 105
or B8 hours. But it carely
ends up heing 120 or 75
hours, When they keep
that poal in mind. usoally
they cun gel il done close W the poal lime.

“Before we vsed this svatem, we'd send a crew
out for a spring clesnup ot Mrs. Smith's howse.
O vear i0would 1ake 10 howrs and the next vear
it would take 35 hours, When Mrs, Smith would
ael her bill, she'd go ballistic. So the pooal-time
araph — especially with hourly time and materi-
al work — works out guite well”

Pro Scapes does a significant amount of lawn
mgintcnance work with chemiculs and fertilizers,
The company used o subcontract all its chemical
wrf work tooa large national company. AL ong
point Pro Scapes woas subcontracting | million
sguare feet and was the largest customer in
Syracuse. But the service was lacking by Pro
Scapes standdards,

“They were 1nking care of their now clients
[l savs Kaer *We would have o client that they
had tor five years, and vet a new customer waoutld
call up, someone across the street from one of our
customers, and the company would do an esti-
mate and treat the lwan right then and there.
Mevertheless, our customer, who Iad been with
them for five vears, hadn't even hid their lawn
treated yel. Sa we Gnolly said. enoogh is enough.
That™s when we went into the liwn care business
and it"s been a very good business for us”

Better cash flow

Muintenance customers who pay their bills on
time receive an automatic discount. [ an idea
Blier come up with years ago o alleviate cash
flow problems, The discount is o dollar value (nos
percentage ). In other words, i Pro Scapes charges
B30 1w mow & customer’s Tawn, and the bill is paid
by the 10th of the month, the customer will be
billed 529,

High profile cus-
furrers like these
Leegr o sty
stremm of wew
referral usiress
CRMERE ini? e
Pro Seapes

offices,

“I’s a real
inceniive,”
HELYE Flier.
“And 85 per-
cent of our
cuslomers
take advan- § Py 2N
tage of L e
According
Kicr, the dis-
count dollar value 15 wsually greater thiin
2 percent of the bill, “'["ve had that svs-
tem in ploce as early as 1978 It hos
worked remendously and obvicusly it
helps our cush flow.”

Even Pro Scapes’ billing process is
heavily oriented towand customer scr-
vice. It poas back 1o Kier's philosophy of
making the customer smile. A Iot of Pro
Scapes customers are smiling these days.
And the buginess continues (o grow, Javs
Kicr, “If a customer is unhappy, we do
whilever il [kes o make them happy. I
we have 10 reseed a lvwn, then we
reseed. Because F o customer Jeaves
angry, we lose the business and they 121l
other people. Mo one can afford that, A
Iot of aur business comes feom refermals. IF we do
bud wark, we'te not going o get those refemals,
I"s a5 simple as that”

A simple formula — make vour customer
srmile — has elevated Pro Scopes beyond the mil-
lion dallar mark. With its corporate mission — o
provide the highest quality service — there's no
limit to the number of new customers this com-
pany will sutisfy in the futurc. e
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