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This is Duluth, MN!This is Duluth, MN!

3 One month of summer!One month of summer!
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4 Seven months of winter!Seven months of winter!

Brand FamilyBrand Family
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The Contractor
turned Property Manager.

The Contractor
turned Property Manager.
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Building a maintenance 
business will take a few iterations.

Building a maintenance 
business will take a few iterations.

OpportunityOpportunity

▰ 3x profit generation

▰ Greater value for clients

▰ Control over service

▰ 2x Business value at sale

9
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Dual Entity Corporate 
Structure
Dual Entity Corporate 
Structure

▰ Pass-through costs / no 
markup

▰ Disclose relationship to 
maintenance business
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▰ Provides invoices 
inclusive of markups / 
fees 

▰ Provides hourly rate

PMA LanguagePMA Language

AGENT REPRESENTATIONS. Agent shares common ownership with 

On Point Home Maintenance LLC. Agent will favor On Point Home 

Maintenance LLC as a vendor and contractor. Agent deems the 

unique benefit of the partnership through the shared ownership of 

On Point Home Maintenance as a significant benefit to the Owner.
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When is PM big enough to start 
in-house Maintenance?
When is PM big enough to start 
in-house Maintenance?

▰ New housing Stock
▰ 200 units / FT Technician

▰ Aged housing Stock
▰ 100 units / FT technician

▰ 3 technicians per coordinator

12



3/22/2021

5

Proper Maintenance MarginsProper Maintenance Margins

▰ 35% Gross Margin Goal

▰ $12,000/mo. Department Overhead

▰ 15% Net /Margin Goal

=12,000 / 20% = 60,000/Mo. Topline Revenue
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Typical Revenue DistributionTypical Revenue Distribution

Distribution Margin             

▰ Labor 40% 50% Margin

▰ Materials 20% 30% Margin

▰ Vendors 40% 30% Margin

= 38% Blended Gross 
Margin
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Accountable TargetsAccountable Targets

▰ Labor
▰ 40% X 60,000 = 24,000/mo.
▰ 24k / $64 = 375 Hours Sold
▰ 375 / 160 = 2.3 Technicians 

▰ Vendors
▰ 40% x 60,000 – 24,000/mo.
▰ 24k x 12 months / 52 weeks = $5538/week 

15
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THE 4 KEYS to 
profitable maintenance

THE 4 KEYS to 
profitable maintenance

1. Understand your value & charge right

2.Separate maintenance & estimates

3.Source right 

4.Craft a maintenance hero culture

““ Your charge rates don’t reflect the task 
at hand, it reflects the problem you solve
which is any task, any size, any time.  
You won’t say no. That’s the problem 
you solve.

17 Value paradigm shift.Value paradigm shift.

1.

““ Don’t price your service based on what 
you would like to pay. Nobody wants to 
pay for maintenance. Learn what the 
going retail rate is in your market and 
price in line with it.

18 Value paradigm shift.Value paradigm shift.

1.
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White Paper: 
Why does 
Maintenance 
seem Expensive?

White Paper: 
Why does 
Maintenance 
seem Expensive?

19

1.

Pricing & signpost itemsPricing & signpost items

▰ Signpost Items are things consumers are familiar 
with:
▰ A gallon of gas at the gas station
▰ A nightly hotel room rate
▰ The Management Fee % in property 

management
▰ The hourly labor rate in a service business

20

1.

Multiple labor rate pricing 
strategy
Multiple labor rate pricing 
strategy

$45
▰ Painting 

▰ Cleaning

▰ Flooring

▰ Trash-Out
21

$55
▰ General 

Maintenance 

▰ Turnover 
Work

$65
▰ Plumbing

▰ Electrical

▰ Finish 
Carpentry

▰ HVAC0% 50%                     50%           =  $60 Avg

1.
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Material MarkupMaterial Markup

▰ Small ticket businesses always have larger 
margins

▰ Material is not a familiar signpost item

▰ 25-30% Margin on most materials is generally 
acceptable in a service business.
▰ Does not work on familiar signpost items 

like appliances. 22

1.

Ancillary FeesAncillary Fees

▰ Easy to Implement:
▰ Consumable Supplies / Shop Fee ($5 or 3%)
▰ Trash Fee ($8/Bag)
▰ Minimum Trip Fee ( 1 hour of labor)

▰ Next Level:
▰ Inventory Items (200% - 300% Markup)
▰ Daily Equipment Rental ($5-$15 / day)23

1.

35-40% Gross Margin in Maintenance35-40% Gross Margin in Maintenance

Labor

▰ $60 Avg Labor Rate 

▰ $28 Avg Labor 
Burden

=

▰ 52.3% Margin
24

Materials / Vendors

▰ 35-43% Markup

=

▰ 25-30% Margin

Ancillary Fees

▰ +2-3% 
Consumables 

▰ +2-3% Other Fees

=

▰ + 4% Margin

1.
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2020 - 500 Doors2020 - 500 Doors

Maintenance
▰ 736,824.10 Gross Revenue

▰ 44.2% Gross Margin

▰ 15.6% Net Margin = 
$114,944.56

▰ Average Markup: 67.2%
25

Construction
▰ 1,096,330.08 Gross Revenue

▰ 27.6% Gross Margin

▰ 9.8% Net Margin = 
$107,440.35

▰ Average Markup: 38.1%

1.

““I would define a Maintenance Service 
Business as one that bills work at time & 
material.  Margins are fixed.  

26

Estimated work is contracting.  The price is 
fixed, and the margin is not.  Construction 
has both higher potential (volume) and 
higher risk.

2.

Accounting Process 
for Estimated Work
Accounting Process 
for Estimated Work

You must measure:

▰ Performance of each product within each 
Job
▰ Labor, Materials, Subs/Vendors

▰ Performance by Month across All jobs
▰ Manager / Department Performance

You need a WIP accounting process
27

2.
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WIP Accounting ExampleWIP Accounting Example

28

2.
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2.
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2.
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2.

32

Winning the vendor gameWinning the vendor game

▰ Sourcing Vendors Right

▰ The difference between Sub-
Contractors & Contractors

▰ Validating the Retail Market Rate

▰ Sub-Contractor Relationships

3.

““ In Real Estate you make money 
when you buy. 

In construction 
you make money when you 
source. 

33

3.
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Who are Subs?Who are Subs?

▰ These are small hands-on 
contractors 
▰ 1 person or 1 crew businesses

▰ Non-Existent marketing, listed name, 
or vehicle branding.

▰ Not customer focused – they stay 
busy with jobs from other 34

3.

Sourcing Vendors for the WinSourcing Vendors for the Win

▰ 3 Ways to find Sub-Contractors
▰ Snap board - a company effort
▰ Wholesaler post-up
▰ Word of Mouth

▰ Graduate away from getting bids & 
provide pricing

35

3.

Contractors

Sub-Contractors

Contractors

Sub-Contractors

36

3.



3/22/2021

13

Validate your Value in the 
Retail Market
Validate your Value in the 
Retail Market

▰ Who is the easiest premiere vendor 
your client call from 1000 miles 
away?
▰ This is your retail benchmark to 

price against and beat with your 
sub-contractors & markup.

▰ Whoop! – You just became a 
t t !

37

3.
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No skilled trades person    
wants to do Maintenance.

So don’t hire for the task, 
hire for the outcome. 

No skilled trades person    
wants to do Maintenance.

So don’t hire for the task, 
hire for the outcome. 

4.

Purpose Vs. RequirementsPurpose Vs. Requirements

39

4.



3/22/2021

14

Hero Culture vs 2nd Class CitizensHero Culture vs 2nd Class Citizens

▰ Celebrate the dragons your technicians 
slay.
▰ A hands-on person’s currency is 

respect.
▰ Take the time to listen.

▰ Don’t expect perfection.
▰ Even a problem solver won’t bat 100%
▰ They wrap their identity and self worth

40

4.

Staff Compensation 
& Benefits
Staff Compensation 
& Benefits

▰ Buying good Maintenance Tech’s is 
hard
▰ The best staffs are built.
▰ Opportunity to learn.
▰ respect is their currency.

▰ Tools and Trucks are part of the 
uniform.

C f

41

4.

Sub-Contractors should 
also be treated like staff
Sub-Contractors should 
also be treated like staff

▰ Pay when job is done within 1 week

▰ Check in on them – a pleasant short 
leash

▰ Plan for schedule hiccups

▰ Invite to company events (Hero 
Culture)

▰ Tip them or buy them a tool 
42

4.
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Profit Share Incentive StructureProfit Share Incentive Structure
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4.

Profit Share Incentive StructureProfit Share Incentive Structure
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4.


