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INTRODUCTION

Before You Read This

Why this playbook is different

This playbook was written specifically for tree service business owners — not general
contractors, not landscapers, not roofers who happen to do the occasional tree job.
Everything in here is directly applicable to the way your business actually operates: the
seasonality of your revenue, the job values you deal with, the lead sources you rely on,
the crew dynamics you manage every day, and the specific places revenue leaks out
of an operation like yours every single week.

There is no fluff in here. No vague advice about 'leveraging technology' or
‘embracing innovation.' Every chapter covers something specific, explains
exactly why it matters for your business, and tells you precisely what to do

about it.

By the time you finish this you will understand Al better than 95 percent of your
competitors — and you will have a clear picture of exactly where to start and what to
do first. You will recognize which parts of your business are quietly costing you money
every day, and you will understand which tools can fix those leaks without hiring a
single new person or changing the core of how you operate.

Read it in order. Each chapter builds on the one before it. By the end you will see your
business the way a systems-focused operator sees it — not as a series of individual
jobs, but as a machine with specific inputs, specific outputs, and specific points where
money either makes it through or leaks out before it ever hits your account.

Most tree service owners have never had anyone sit down and explain this material in
a way that was written for them specifically. What you are about to read represents
everything we have learned from working with tree service companies across the
country — the mistakes they were making, the fixes that actually moved the needle,
and the systems that have now become the difference between a company growing

quietly in the background and one scrambling to keep up with the market.




CHAPTERI1

What Al Actually Is

And What It Means For Your Business

The Honest Definition

Most business owners have been sold a watered down version of what Al actually is.
They picture a chatbot that answers basic questions, a voice assistant that sets
reminders, or some distant Silicon Valley technology that has nothing to do with their
day to day operation. That picture is about five years out of date — and it is costing
people like you real money right now.

Al in 2025 is not a novelty. It is business infrastructure. The same way email replaced
handwritten letters and smartphones replaced paper schedules — Al is replacing the
manual, repetitive tasks that fall through the cracks of every service business in the
country. It runs in the background. It does not get tired. It does not forget. It does not
take days off. It does not miss a call because it is 60 feet up in a white oak.

Think about every task in your business that follows a pattern. A lead comes in
— someone needs to follow up. A job completes — someone needs to ask for a
review. A storm hits — someone needs to reach out to past customers.
Everything with a pattern can be automated with Al. Every single time. Without

anyone on your team doing it manually.

That is the real definition of Al for a business like yours. Not a robot. Not a gimmick. Not
a buzzword. A system that catches what your operation was always dropping —

because you and your team are focused on actually doing the work.




Why This Industry Is Sitting On A Gold Mine

Tree service is one of the most Al-ready industries in the country right now — and
almost nobody in it knows it yet. Here is why your business in particular is positioned to
benefit more than almost any other service business:

+ High job values. When an average job is worth $1,500 to $5,000, recovering even
two or three lost leads per month pays for an entire Al system many times over. The
math works faster in this industry than almost any other.

« Unpredictable lead surges. After a storm your phone rings twenty times
simultaneously. No human team handles that volume without dropping leads. An Al
system handles every single one at the same time, without missing one.

« Crew-based operations. Your team is on job sites for six to ten hours a day.
Nobody is sitting at a desk waiting to answer calls. Al fills the communication gaps
without adding a single person to your payroll.

« Seasonal revenue patterns. Your business has predictable slow periods and
predictable busy periods. Al can be programmed to work harder at exactly the right
moments — ramping up outreach before peak season and re-engaging past
customers before the slow months hit.

« High trust industry. Google reviews and word of mouth drive more business in this
industry than in almost any other. Al can systematically generate reviews and
referrals at a scale that would take a dedicated full-time staff member to replicate
manually.

The Mental Shift That Changes Everything

The owners who get the most out of Al are not the most technical. They are the ones
who stop thinking about their business as a collection of individual jobs and start
thinking about it as a system.

Every job has a before, a during, and an after. Before — someone needs to inquire, get
qualified, get scheduled, and get confirmed. During — the actual work happens. After —
someone needs to follow up, collect a review, offer additional services, and stay in
touch. Most tree service companies have the during handled extremely well. The before
and after are where the money leaks.

Al plugs the before and after. Completely. Automatically. Without you thinking about it.

That mental shift alone is worth more than anything else in this playbook.




CHAPTER 2

Where The Money Is Leaking

Right Now, In Your Business

The Leaky Bucket Problem

Imagine filling a bucket with water. You are working hard, pouring water in consistently
— running ads, getting referrals, doing good work, asking people to spread the word.
The bucket should be full. But no matter how much you pour in, the level never seems
to get as high as it should. That is because the bucket has holes in it. Every tree service
business has the same holes — and they are draining revenue out of your operation
every single day without showing up as a line item anywhere.

Hole One — Missed Calls

This is the biggest hole in almost every tree service operation, and the one most
owners underestimate. Fewer than 40 percent of calls to small businesses get
answered. For a tree service company where the owner and crew are on job sites six to
ten hours a day — that number is likely even lower. Every missed call is a potential job
that went to whoever picked up next.

If your average job is worth $2,000 and you are missing just five calls a week —
that is $10,000 a week in potential revenue walking out the door before anyone
in your business even knows it existed. Over a year that approaches half a

million dollars in jobs you never had the chance to bid on.




Hole Two — Slow Lead Response

Speed is the single most underestimated variable in converting tree service leads. Most
owners think the estimate wins the job. It does not. The response time wins the job.
Research consistently shows that responding to a new lead within one minute
increases the probability of converting that lead by 391 percent. Not 10 percent. Not 50
percent. 391 percent.

Here is why that number is so dramatic. When a homeowner submits a form on your
website or calls and leaves a voicemail they do not sit and wait. They submit to two or
three other companies simultaneously. They are comparison shopping in real time. The
first company to respond earns the right to be considered. Everyone who responds
after that is already playing catch up.

Hole Three — The Review Gap

Your Google Map Pack ranking — the three businesses that show up at the top of
almost every local search — is directly tied to the volume and recency of your reviews.
More than almost any other factor. Most tree service owners know they should be
collecting reviews. Aimost none of them have a system to do it consistently. The result
is that a competitor with half your quality but twice your reviews is ranking above you
and getting calls that should be yours.

Hole Four — The Inactive Customer List

Your past customer list is the most valuable and most neglected asset in your
business. A homeowner you serviced 18 months ago is exponentially more likely to
book with you again than a cold lead — but only if someone reaches out. Without a
system to re-engage that list it just sits there losing value every month, through every
slow season, through every storm your competitors are getting calls for when they
should be calling you.

Hole Five — Unqualified Estimator Visits

Every time your estimator drives to a lead that was never serious, lives outside your
service areq, or has a budget that does not match your minimum — that is time, fuel,

and opportunity cost your business will never get back. Without a qualification layer
between the initial inquiry and the truck rolling out, this happens constantly and most
owners simply accept it as part of the job.




CHAPTER 3

Al Voice & Every Call

Your Business Will Ever Receive

What Al Voice Sounds Like Today

Two years ago Al voice technology sounded robotic and obviously automated.
Customers could tell immediately they were not talking to a human and the interaction
felt impersonal and frustrating. That is no longer the case.

Today's Al voice agents speak with natural inflection, handle interruptions gracefully,
ask follow-up questions based on the conversation, and adapt their responses in real
time based on what the caller says. Most callers do not realize they are speaking with
an Al unless they ask directly. This is not science fiction. This is running inside service
businesses right now — tree companies, roofers, plumbers, HVAC operators — all using
Al voice agents to answer calls, qualify leads, and book appointments around the
clock.

What An Al Voice Agent Does For Your Company

A homeowner calls your number at 7pm after noticing a large branch hanging over
their roof following an afternoon storm. You and your crew finished a long day and
nobody is monitoring the phone. Previously that call went to voicemail and the
homeowner left a message you would find the next morning. By then they had already
booked with another company.

With an Al voice agent that same call is answered on the second ring. The Al
greets the caller naturally, asks what they need, assesses urgency, confirms
their address is in your service area, and logs everything for your team to review

first thing in the morning. The lead is captured. The job stays with you. Every

time.




The Missed Call Text Back — The Fastest Win

If a full Al voice agent feels like a larger implementation than you want to start with,
there is a simpler version of this technology that you can have running in your business
within 24 hours — and it will recover more revenue faster than almost anything else in
this playbook.

The moment a call goes unanswered an automated text message goes out to that
caller within seconds:

"Hey — sorry we missed your call! Are you looking to get an estimate for tree
removal or trimming? Reply here and we will get right back to you."

That text does something powerful. Instead of a voicemail that nobody checks it keeps
the lead engaged before they have a chance to call the next company. Most people
who receive it respond. And the moment they respond they are back in your pipeline.
The lead that would have been permanently lost is now a live conversation.

Where Al Voice Is Heading In 12 To 24 Months

« Full conversation handling. Within 12 months Al will handle complete sales
conversations — explaining services, answering pricing questions, handling
objections, and booking the estimate directly into your calendar without a human
ever getting involved.

« Emotional intelligence. Al voice is rapidly developing the ability to detect urgency,
frustration, or confusion in a caller's voice and adjust its tone accordingly. A
stressed homeowner after a tree fell on their fence will be handled differently than
someone casually inquiring about spring pruning.

+ Multilingual capability. Seamless language switching mid-conversation based on
the caller's preference — a meaningful competitive advantage in markets with
significant Spanish-speaking populations.

« Deep CRM integration. The Al will look up a past customer's job history and make
personalized recommendations based on what your company has already done
for them. Every call will feel like it was handled by someone who knows the

customer personally.




CHAPTER 4

Automating Lead Follow Up

So No Opportunity Slips Away

The Follow Up Problem Every Tree Company Has

Here is a scenario every tree service owner recognizes. A lead comes in on a
Wednesday afternoon. You are on a job. You see it come through on your phone, make
a mental note to call back when you finish up, and by the time the job wraps and the
equipment is loaded it is 6pm and the lead is buried under three other notifications.
You call back Thursday morning. No answer. You leave a voicemail. They never call
back. That lead is gone.

This is not a discipline problem. It is a systems problem. And it costs tree service
companies a significant percentage of their potential revenue every single month.

What Automated Follow Up Looks Like

The moment a lead comes into your business — through your website, Google ad,
Facebook ad, a lead platform, anywhere — a sequence of automated messages
begins. Not in an hour. Not the next morning. Within 30 seconds.

"Hey [Name] — thanks for reaching out. Are you looking to get an estimate for
tree removal, trimming, or something else? Happy to help." — Sent before most

companies have even seen the notification that a new lead came in.

If they respond the Al continues the conversation, asks qualifying questions, confirms
their location, assesses urgency, and either books the estimate directly or flags them
for a human callback. If they do not respond the system follows up again at a strategic
interval — not so frequently it feels like spam, but consistently enough that the lead
does not go cold.




The Qualification Layer — Protecting Your Estimator’'s
Time

Your estimator's time is one of the most expensive resources in your operation. Every
hour they spend in a truck driving to a job they will never close is an hour they are not
spending on a prospect who was ready to move forward. The Al asks the questions
your estimator would ask before getting in the truck:

« What type of work are you looking for — removal, trimming, stump grinding, or
something else?

« What is the approximate size of the tree and is it near any structures or power
lines?

« What is your address so we can confirm we service your area?

« How soon are you looking to get this done?

High-priority qualified leads route to your estimator immediately. Out-of-area or
out-of-budget inquiries are handled politely without ever wasting a drive. Every visit
has a high probability of closing. Drive time drops. Fuel costs drop. Close rates go up.

The Follow Up Sequence That Converts

« Immediately — First text response within 30 seconds of the inquiry coming in

« Day 1 — Follow up text if no response to the first message, friendly and low
pressure

« Day 3 — Value add message — a relevant tip about tree safety, not a sales pitch
« Day 5 — Light check in making sure they got your message
« Day 7 — Soft offer — a few openings this week if they want to schedule

- Day 14 — Final follow up, honest and transparent, door left open

Every message in this sequence is written to feel like it came from a person, not a
system. No corporate language. No obvious templates. Just genuine, straightforward
communication that respects the prospect's time while keeping your business top of

mind throughout their entire decision making process.




CHAPTER 5

Reviews & Reputation

Worth More Than Any Ad You Could Run

The Most Undervalued Asset In Your Business

If you run Google ads for your tree service company you are probably spending
somewhere between $500 and $3,000 a month to show up at the top of search results.
That money gets you visibility and clicks — but only while the ad is running and only on
the specific searches you are bidding on.

Your Google Business Profile ranking — specifically your position in the Map Pack, the
three local businesses that appear at the top of nearly every local service search — is
free. It runs 24 hours a day. It covers every relevant search in your area. And it
generates more trust from homeowners than any paid ad ever could. The single
biggest factor determining your Map Pack ranking is the volume and recency of your
Google reviews.

This means every job you complete without collecting a review is not just a missed
piece of social proof — it is a missed opportunity to climb the rankings that are driving
the majority of your competitor's inbound calls.

The businesses with 300 Google reviews did not do 300 better jobs than you.
They just had a system that asked at the right moment every single time. That is

the entire difference — and it is completely within your control to change.




Why Customers Don't Leave Reviews On Their Own

Your customers want to leave you reviews. After a good job — a large removal handled
safely, a complex trim that brought a tree back to health, a storm cleanup that took a
dangerous situation off a homeowner's mind — the customer feels genuine
appreciation.

They intend to leave a review. They think about it on the way inside. And then life
happens. The dog needs feeding. An email came in. The kids need dinner. The review
never gets written. This is not a reflection of how they feel about your work. It is a
reflection of the fact that leaving a review requires taking a specific action at a specific
moment — and without a prompt at exactly the right time, that moment passes and
never comes back.

The Automated Review System That Works

The moment your crew marks a job complete a text goes out to the customer
automatically:

"Hey [Name] — the team just wrapped up at your place. Hope everything looks
great! If you have a moment we would really appreciate a Google review — it
helps our small business more than you know. Here is the direct link: [REVIEW
LINK]"

That message goes out within minutes of job completion. The customer is still standing
in their yard looking at the results of your work. The emotion is fresh. The link takes them
directly to your Google review page — no searching, no navigating, one tap and they
are there. Companies that implement this system see their monthly review volume
increase by three to five times within the first 30 days.

The Compounding Effect

More reviews means higher Map Pack ranking. Higher ranking means more organic
calls. More calls means more revenue without increasing your ad spend. More revenue
means more jobs. More jobs means more opportunities to collect reviews. The cycle
feeds itself — and once you have a significant review advantage over your

competitors, that gap becomes nearly impossible for them to close quickly.




CHAPTER 6

Seasonal Strategy

How To Make Money Year Round

The Feast And Famine Cycle

Every tree service owner knows the pattern. Spring hits and the phone does not stop.
Fall brings another surge. A big storm comes through and the business is overwhelmed
with demand. Then winter arrives, the phone goes quiet, and the scramble begins to
keep the crew busy and the cash flow positive. This cycle feels inevitable. It is not.

Your Revenue Calendar

« Spring (March—May) — Highest demand period. Post-winter damage, spring
pruning, homeowners emerging with renewed focus on their property. Phones ring
without much marketing effort.

« Post Storm (Anytime) — Single highest revenue event. A named storm can
generate more revenue in two weeks than an average month.

- Fall (September—-November) — Second most profitable. Storm prep, crown
cleaning, hazard assessments before winter.

« Summer (July—August) — Surprisingly slow in many markets. Requires more
active marketing to capture demand.

- Winter (December—February) — Slowest period. Companies without
re-engagement systems feel this the hardest.

The Pre-Season Surge Strategy

The biggest mistake tree service companies make with seasonal marketing is starting
it when the season starts. By the time spring demand peaks your competitors are
already running ads. By the time fall urgency sets in every tree company in your market
is fighting for the same homeowners. The businesses that win peak season start their

outreach four to six weeks before it begins.




In late January — while competitors are waiting for phones to start ringing — an
automated campaign goes out to your entire past customer list. Your calendar
fills before the rush begins. By the time demand peaks you are already booked

out and can be selective about the jobs you take.




The Storm Response System

Storm response is where Al creates the most dramatic revenue difference between the
companies using it and those who are not. When a significant storm hits your service
area there is a window — usually the first 24 to 48 hours — where homeowners are
actively looking for help and willing to move quickly. Every tree company in your market
is trying to capture that demand simultaneously.

The moment a storm hits an automated campaign launches to every past customer in
the affected zip codes — before most homeowners have even finished assessing their
damage. Meanwhile your Al voice agent answers every inbound call simultaneously.
No busy signals. No voicemails. Every caller captured and logged. No human team can
do this at scale during a surge event. Al can.

Building Revenue In The Slow Season

+ Plant Health Care Programs. PHC services — soil treatments, fertilization, pest and
disease management — generate recurring subscription revenue year round
independent of weather events.

« Consultation and Assessment Services. Hazard assessments as a paid
standalone service generate revenue during slow periods and frequently lead to
removal or trimming jobs scheduled for spring.

« Cabling and Bracing. Structural support work for valuable trees is often best done
in late fall and winter when trees are dormant. Market specifically to past
customers with large mature trees.

« Winter Re-Engagement Campaign. In November before the full slow period an
automated campaign goes to your entire customer list with an offer relevant to the
coming season — early booking discounts for spring work, winter hazard
assessments, or simply a check in message that keeps your brand top of mind.

The Annual Customer Journey

The most sophisticated tree service companies think about their customer relationship

not as a series of individual jobs but as an ongoing annual journey. A customer books
spring pruning, gets a review request, gets added to fall storm prep outreach, books a
crown cleaning, gets another review request, gets a winter check in, gets the
pre-season spring campaign and books again. One-time jobs become $3,000 to
$8,000 annual recurring customers.




CHAPTER 7

Building Your Al System

Where To Start & The Next 90 Days

The Right Order Matters

Every chapter in this playbook covers a system that will make a real difference in your
business. The temptation after reading all of this is to try to implement everything at
once. Do not do that.

Building an Al system into your business works best when it is done in a specific order —
starting with the highest impact, lowest complexity implementations and building from
there. Each layer you add works better because the previous layer is already running.
Here is the exact sequence we recommend and why.

Week One — Missed Call Text Back

This is where you start. No exceptions. Of everything covered in this playbook the
missed call text back has the highest immediate return on investment, the fastest
implementation time, and the lowest complexity. You can have it running in your
business within 24 hours.

The moment it goes live it starts recovering revenue. If your phone is going unanswered
during job hours this single system will pay for everything else within the first month.

In the first week most businesses see immediate responses from leads they had
no idea they were losing. Homeowners who had already started to move on

respond to the text and re-engage. Jobs that would have been permanently lost
come back into the pipeline. This first win creates the momentum and proof of

concept that makes everything else make sense.




Weeks Two And Three — Automated Lead Follow Up

Once your missed call system is running and you can see it working, add your
automated lead follow up sequence. Connect it to every lead source you have — your
website contact form, your Google ad landing page, any lead platforms you use. Every
new inquiry now gets an immediate response followed by a strategic follow up
sequence that runs automatically until the lead either converts or explicitly opts out.
During this phase you will also configure your qualification questions so that the Al is
filtering leads before they get to your estimator.

Week Four — Automated Review Requests

Connect it to your job completion workflow. The moment a job is marked complete the
review request goes out automatically. Configure the message to feel personal and
reference the type of work that was done where possible. In the first 30 days you should
see a noticeable increase in monthly review volume. Watch your Google Business
Profile ranking in the weeks that follow — ranking improvements typically show up
within four to eight weeks.

Month Two — Storm Response And Seasonal Campaigns

Set up your storm response campaign so it is ready to launch the moment a significant
weather event hits your area. Build your seasonal campaign calendar — map out the
specific dates for your spring and fall pre-season campaigns, write the messages, and
schedule them. They will run automatically from this point forward every year without
anyone on your team thinking about them.

Month Three — Optimization

By month three a full Al system is running in your business. Month three is about looking
at the data and tightening what is already working. Which messages get the highest
response rates? What time of day do review requests convert best? The system
generates data every day that tells you exactly where to improve.

The Honest Reality

Everything in this playbook is real, proven, and working inside tree service businesses
right now. None of it requires you to become a technology expert. What it requires is
making the decision to set it up. That is the only step that needs anything from you.
Everything after that runs on its own. The businesses in your market that are ahead of




you did not get there by being smarter or working harder. They got there by making
that decision earlier. The best time to make it is now.




READY TO GET STARTED?

Stop Losing Jobs To Missed Calls

Book a free 20-minute strategy call. We will map out exactly which systems will
make the biggest difference for your business — no pressure, no obligation.

No pitch deck. No pressure. Just a real conversation about where the
gaps are and what fixing them would actually be worth to your business.

https://avelo-ai.com/avelo-ai
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