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Pool Service (Swimming)

SIC: 7389-09
NAICS: 561790
Number of Businesses / Units: 53,821

This industry comprises establishments primarily engaged in providing services to buildings and dwellings (except exterminating
and pest control; janitorial; landscaping care and maintenance; and carpet and upholstery cleaning).

Rule Of Thumb

10 to 12 times the "Monthly Service Only Gross Income"— swimming pool routes throughout the country sell for this multiple.

"Note: The monthly service gross income is just that. It does not include income from maintenance or repair. This is already
considered in the multiple, because most pool service technicians agree that whatever your monthly service billing is, half of that
again will translate into maintenance/repair income."

50 to 55 percent of annual sales plus inventory

Pricing Tips

"These figures will vary based upon a solo business owner and one that has employees. A great estimate of profit without
employees will be 80%; if employees are a factor you should anticipate 40% profit margins. Both of these issues will affect pricing
of a business for sale, and will also affect sale price."

"Pricing is going to vary depending on whether or not there are employees or a store involved. Typically an owner-operated pool
route will have a 20% expense ratio, while a route operated with employees will have a 60% expense ratio. This change in
expenses can have a dramatic impact on sales price. Most routes in Florida are selling in the range of 10–12 months of annual
gross income. If there is a store involved, this can have a dramatic impact on overall sale price due to multiple factors: expenses,
employees, sales volume, etc."

“As stated, there are two main sources of income, monthly service billing and maintenance/repair income.  Throughout the United
States the purchase price of a pool service route is based on a multiple times the Monthly Service Billing Only income. The multiple
will vary from state to state and even within some states. However, it is an industry standard to use a multiple times the Monthly
Service Billing Only income. In other words, the maintenance/repair income should not be included to arrive at a fair purchase
price.  Any other method of appraising the value of a pool route would be contrary to the industry standards.  The maintenance and
repair income is already considered in the multiple, because most pool service technicians agree that whatever your monthly
service billing is, half of that again will translate into maintenance/repair income.



"We have been selling businesses for over 28 years. Pool routes are our specialty. We can tell that the most important step in
purchasing a pool route is in verifying the monthly service billing. Financial statements, profit and loss statements, and balance
sheets are usually not available, mainly because it is not necessary to keep an expensive bookkeeping system for one person
operating out of their home. Therefore, there are not usually records available to satisfy a bank or financial institution to borrow the
money to buy the route.  Individual tax returns usually will not help either, because if you were buying 50 accounts of a route of 100,
the tax returns would not be broken down that way. Also, if he is a pool builder or does a lot of business in major pool repairs or
pool remodeling, again the tax returns would reflect all this income. What if he had 100 accounts and sold 50 accounts? His tax
return would show an income for 100 accounts and you would have no way of knowing this.

"Pool routes are sold for cash and no terms are generally available.  Therefore, you should have the funds available at the time of
purchase, unless you are arranging for an equity loan, line of credit or other means to enable you to purchase a pool route.

“While most pool routes have the same expenses, they do not have the same income. Income is what you will be purchasing. One
of the best ways to get a handle on the monthly service income, as well as what the owner is charging for repairs, is to look at his
ledger cards. A ledger card is a monthly history for each account. A ledger card should show when an account was billed and when
the account was paid. The payment history of the customer is one of the most important items to review during purchase. Who
wants an account that does not pay his or her bill? The ledger card also shows what the account was billed for repairs.  This part of
the ledger card will show if the owner is charging for the proper extras.  In addition, the ledger card will show how long the account
has been on service. While this is very important to some, the length of time on service is not as important as the payment history.
If the average age of the accounts is over a year and they have a good payment history that would be a good account.

“Another big question on the minds of most potential purchasers is the radius of the route and the quality of the neighborhoods. The
overall radius of a pool route is not as important as the daily radius.  Almost everyone has to drive to work or the office.  Some
people drive 30 minutes, some an hour, some much more. If you purchase a pool route that is within an overall radius of twenty
miles but is under a five-mile daily radius, this would be considered a good route in the industry. Try to keep your pools clustered
tight by service day. The neighborhood of your accounts is not as important as the way they pay their bills. There are several
high-priced neighborhoods where collection is a problem.  Most people in just average neighborhoods have a far better collection
record than some so-called upper class neighborhoods.”

    Source: Contributed by Frank Passantino, Pool Route Brokers, Inc. Frank is a veteran business broker and the information
provided has been taken from his Web site--www.poolroutebrokers. He is one of the country's leading pool route brokers. His firm is
in California and the phone number is 800-772-6002

Expert Ratings

Competition : 3.00 (1=Lot of : 4= Not Much)

Amount of Risk : 2.00 (1=Lot of : 4= Not Much)

Historical Profit Trend : 2.80 (1=Lot of : 4= Not Much)

Location & Facilities : 2.20 (1=Lot of : 4= Not Much)

Industry Trend : 2.70 (1=Lot of : 4= Not Much)

Ease of Replication : 3.00 (1=Lot of : 4= Not Much)

Experts Comments

"A business that has a strong long-term customer base should anticipate receiving a higher multiple of sales than someone who
has a short-term history. If someone is willing to wait for the right buyer, expecting a 12-month multiple is realistic; however if
someone is looking for a quick sale on a well-designed route, 10 times monthly income is realistic."

"Seller: Be sure to document your business income and expenses very well. Attempt to build a well-traveled route with limited drive
time. Ensure customer record keeping so the buyer knows what they are receiving."



Benchmark Data

Statistics (Swimming Pool Cleaning Services)
Number of Establishments 53,821
Average Profit Margin 11.1%
Revenue per Employee $50,500
Average Number of Employees 1.3
Average Wages per Employee $16,424
Products and Services Segmentation
General cleaning services 41.1%
Equipment cleaning and maintenance 27.7%
Chemical adjustments 19.2%
Other 12.0%
Industry Costs
Profit 11.1%
Wages 32.4%
Purchases 25.2%
Depreciation 2.7%
Utilities 3.5%
Rent 4.5%
Other 20.6%

Source: IBISWorld, March 2015

"On a well-designed route, each employee should generate $100k of gross sales based simply upon service; this figure should
increase if repairs are included."

•

“How many pools can I service in a day? A good question, but difficult to answer. The average pool service technician will service
approximately 16 full-service pools a day, while some can service 25 to 30 in a day. It depends on the individual and what type of
pools he or she is servicing. The average pool service technician will service two pools an hour including driving time. If the
accounts are chemical only, he can do many more. If the accounts are commercial, he or she will do less.

“The average pool service technician, if running his route correctly, should be netting between $75,000.00 and $80,000.00 per year.
If you have a monthly gross service billing income of $4,000.00 per month, that equates to $48,000.00 per year generated from
weekly ‘service only.’ Your expenses should be approximately 2 months of your service income or in this example $8,000.00. This
will cover your three major expenses, gas, insurance and chemical replacement. Therefore, your service income totaling
$48,000.00 for the year, less estimated expense of $8,000.00, should produce a net profit of $40,000.00, assuming you are
operating in a diligent manner. In addition to this profit, you will have a second income on the same accounts for maintenance (filter
cleaning, algae, conditioner treatments and other preventive maintenance) charges that you will bill your account extra, plus repairs
(motors, pumps, heaters, etc.). This second income should be fifty percent of your service net. If your net income from service is
$40,000.00 then your net from maintenance and repairs should be $20,000.00.  This is assuming that you are providing full service
to your accounts."

    Source: Contributed by Frank Passantino, Pool Route Brokers, Inc.

Expenses as a Percentage of Annual Sales

Cost Of Goods :20%

Payroll :40%

Occupancy :0



Profit (pretax): 40%

General Information

"Make sure the route limits the amount of driving time. How long have you had the clients, what services do you offer, and how is
your payment history."

"A new owner needs to have experience with customer service, time management, pool knowledge, sales and relationship
building."

"Route planning is absolute key to profitability. A well-designed route will out 'net' a larger more established route."

"Licensing can vary depending on the county. The most successful of owners I have seen have a strong customer service mindset,
as well as building a business, not a job which is what seems to happen most to pool route owners.

I would highly stress finding a coach or a mentor that can teach the technical side of the business, since there is currently no formal
training available in this area, and until those skills are learned partnering with and industry veteran."

Comments from an Industry Expert
"There are several income sources in owning and operating a pool service route. The two main sources of income are monthly
service billing and maintenance/repair income. An average pool service technician can earn approximately $40.00 per hour
servicing pools (this will vary depending on the area of the United States your pool route is located in) and approximately $100 to
$150.00 per hour doing minor maintenance/repair on the pool equipment. This business is not difficult for the average person to
learn. Most pool route sellers will train the new owner for a period of two to four weeks and provide a consulting period. The
accounts are guaranteed to transfer to the new owner during a transition period. A letter notifying the customer of the new owner’s
billing information should be sent within 30 days of taking over the route. The attrition rate during a transition period should be less
than two percent.

"If you are in the Northeast or the Northwest, your hourly fee for service will vary from the Sunbelt area. Most pool service
professionals in the North will have an abbreviated swimming season. However, the opening and closing of the swimming pool
supplement their service income. The opening and closing of a pool in the North can run into several hundred dollars. This will
average out to be the same income as pool service technicians across the country during the year for the same number of hours
worked. The Sunbelt area of the southern and western United States operate their routes all year and charge an average monthly
service fee of $60 to $120.

"In the North, pool service technicians, with their abbreviated swim season, average the same income as Sunbelt service
technicians; they just do it in a shorter period of time. This is because pools are shut down and closed for the winter months.
However, they make it up by charging the accounts an opening and closing fee usually around $200.00 to open in the spring and
another $200.00 to close the pool down in the fall.

"A full-service account is one in which the pool service technician takes complete care of the cleaning and chemical treatment of
the pool. A chemical account is one which has only their water balanced by the pool service technician. This owner will clean his
own pool. A chemical account can take as little as five minutes. A commercial account is a public pool: hotel/motel, park pool,
apartment pool, homeowner association, etc. A commercial account can be very demanding, but they will pay double or even triple
monthly service billing compared to residential. If something goes wrong, they want it fixed immediately. Repairs are great for your
pocketbook. The more you fix, the more you make."

    Source: Pool Route Brokers. If you ever need a pool service expert, these are the people to call. Their Web site contains a lot of
valuable and interesting information.  The comments above are excerpts from their site.  It contains a lot of additional information.
http://www.poolroutebrokers.com/

Advantages

• "Unlimited earning potential."

•



• "Income, opportunity for expansion, very limited expansion costs, unskilled competition that allows your business to grow rapidly
simply by doing a good job."

Disadvantages

• "Lack of barriers to entry."

•

• "Working conditions (i.e., heat, rain, cold, etc.)"

Industry Trend

"On the franchising side, most of the attention has been given to the service-tech side of the industry. There’s an important reason
for that: It costs less. Return on investment is the major concern when starting a franchise, so prospects like the relatively low
start-up costs of a service business. 'The ones that tend to grow fastest are the ones that have the lowest level of investment,'
Siebert (Mark, CEO of iFranchise Group) says. 'So the service industry would probably be the one that would ultimately get the
most franchisees.'

"When Baron (Kevin, President of Probity Pools) wanted to expand his company, he chose the franchise model because he figured
it best suited the kind of work done by service companies. To just grow a company organically removes the company owner farther
and farther from the work itself as the organizational chart expands, he says, while franchising allows the owners to stay near those
maintaining the pools.

"While some professionals are quick to point out examples where these types of models did not work in the pool industry, others
say the time for franchising and outside investment has come, and examples will only become more prevalent. But Porter (Paul,
CEO of Premier Pools Management Corp.) doesn’t see the transition going smoothly. 'It will happen … kicking and screaming
because we have a lot of people who are very resistant to change in our industry,' he says. But Baron expects it will be long-term. 'I
think when the dust settles in 10 years, every city’s probably going to have a half dozen or so major pool-maintenance brands,' he
says."

Source: http://www.poolspanews.com/business/coming-together_o.aspx?dfpzone=general

"This industry should expand."

"Competition getter stronger and more government enforcement of licensing."

Seller Financing

• "Seller financing is more typically used."

Questions

"Find out how long they have had the clients. Determine the driving time of the route. Clearly understand what services are being
delivered for what price."

"How long have the pool service accounts been established? What is the average monthly service fee? How many times a week do
they service the account? Do they charge extra for filter cleaning, conditioner and other treatments?"

Resources:

Websites

• Pool and Spa News - http://www.poolspanews.com/

• Pool Pro - www.poolpro.com



Trade Publication:

• SQUA Magazine - www.aquamagazine.com

• Pool and Spa News - www.poolspanews.com

• Service Industry News - www.serviceindustrynews.net

Associations:

• Independent Pool and Spa Service Association - www.ipssa.com

• National Swimming Pool Foundation - www.nspf.org

• Florida Swimming Pool Association - www.floridapoolpro.com

• Association of Pool and Spa Professionals - www.apsp.org
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