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Janitorial Manager presents the Business of Cleaning Podcast, the podcast that brings you the
information you need to be successful in the cleaning industry. The business of cleaning
podcast provides in-depth interviews with successful personalities from the commercial
cleaning industry, as well as discussing the trending topics that matter to you and your
organization, welcome into the business of cleaning podcast, your number one source for
information on the commercial cleaning industry. We release new episodes monthly as we are
live from the Janitorial Manager studio located in Toledo, Ohio. I'm Tim Clagg, the Marketing
Communications Specialist here at Janitorial Manager and your host of the Business of Cleaning
podcast. This month's episode, we'll be welcoming in Jerry Flug, a 30 year industry veteran and
owner in the commercial cleaning industry now, owner of HRA Consulting Group, and Jerry,
welcome into the show. We've been looking forward to hearing your story, your knowledge and
passion for the industry.

Jerry Flug 01:09

Thanks, Tim, it's really good to be on the show. I've heard a lot about you guys, and just super
excited to be a part of what you guys are doing. And so yeah, looking forward to the podcast
today, and what you know how we can help some folks out in the industry.

Tim Clagg 01:24

It's a busy time right now for the College World Series Baseball. I'm following along. | know I'm
following along in the Racers who knocked off Duke earlier this week, kind of the darlings of the
tournaments, but | know baseball has a special place in your heart because you played at



Liberty University and were a catcher there.

Jerry Flug 01:45

Yeah, | walked on and back in the early 80s, and | made the fall team, and | was a bullpen
catcher, and never quite got all the way to the field during the springtime due to some injuries.
But absolutely love baseball. And, yes, | | love a great story. And what's happening in the
College World Series right now is really exciting. So it's pretty cool.

Tim Clagg 02:11

Had the number one seeds get eliminated in Vanderbilt and then Texas, you know, it's one of
those sports. | don't care you put nine on the diamond. Anybody can beat anyone on any given
day in baseball. That's what | love about it.

Jerry Flug 02:27

My flames softball team, they beat Texas A and M so the girls did a great job there. So it was
exciting.

Tim Clagg 02:32

What were some of your favorite memories on the diamond and some of the favorite guys that
you had an opportunity to be around?

Jerry Flug 02:39

Well, probably at Liberty being around | know everybody knows Sid Bream from the Braves,
and his brother David was on the mound for our team. He was a senior when | was a college
freshman, and just being around him, being around Bobby Richardson, a little bit it was | wasn't
around him a ton, just because | was, you know, the second half of the roster. So but just
hearing and being around that, | think probably my, my, my favorite part of baseball was high
school baseball, because | had a blast. | just had an absolute blast building camaraderie with
teammates that are now lifelong, they're just lifelong friends. And | enjoyed it. | enjoyed the
game a lot. Wish | would have focused harder and understood life a little bit better during that
time frame, but, but, yeah, | loved baseball. It's does love it today still. And get, you know, get
out to see the the Orioles farm team is here and our area. So | have tendency to go down there
watch them play every now and then. So especially they, the've got a pretty good triple A
League right now.

Tim Clagg 03:52

I've got to ask too, you're, you know, your your background, you've got a lot of baseball
memorabilia and and a very autograph, heavily autographed football behind you as well. What



are some of those autograph balls behind you that you have showcased here today?

Jerry Flug 04:07

Yeah so there's a couple from David Wright, the Upton brothers. They're from this area, Justin
and BJ, great kids. | call them kids. They're grown adults now, and they played quite a while so
and then there are, let's see, there's, I've coached middle school football here locally, and
that's the, probably the one football you see with all the little guys out there that that that
really had a special place in my heart. My kid played on that team and but we had a, really,
those young men grew up to be, you know, quite, quite healthy for the community and and
society. So just, it's just a reminder of of the time | invested and really, you know, trying to
make a difference in somebody's life. So, but yeah, there's, there's. A, | think there's a Cal
Ripken baseball up there. There's some nice, you know, some other other stuff up there too, so.

Tim Clagg 05:07

While you're at Liberty, you were studying ministry and wanted to be a minister. Where did that
passion and enthusiasm for ministry come from?

Jerry Flug 05:18

Well, I think, you know, | really wasn't sure where | was headed in life, and just answered that
call and decided, you know, this is what | need to be doing. And when | left school, | didn't finish
my degree at the time. | got that later in life, but just was really struggling. What do | need to
do with myself? And that ended up being an area that | found myself very drawn to helping
people win. And you know, if you know anything about just life in general, you know it's, it's a
great opportunity to help people see that there's something beyond this life. And | just, | just
enjoyed helping people and and serving people, and | felt like that was a really good avenue to
be able to do that. It's a special thing. It's a special calling. It's something that's very important
in my life. And so |, yeah, | spent many years doing doing ministry, and | was very grateful for
my time to be able to do that so.

Tim Clagg 06:21

And you're very dedicated family man as well. And when some family got sick, that's when you
kind of decided, hey, we're at a little bit of a crossroads. We need to look at, | need to look at,
maybe new opportunities bringing some more money. How did that curveball allow you to find
the cleaning industry at a time where money was very important and crucial.

Jerry Flug 06:46

Yeah, so | was serving at a local church, and my dad got sick, and so it changed just the
trajectory of life for all of us, and decided | was going to try and make a difference and help
them to finish strong in life. And so the church that | was serving at, there was a couple there
that were getting ready to retire, and their son in law happened to work with me at the church.



And long story short, they wanted to retire and get out. And so they had a small janitorial
business doing about 200,000 a year with 10 or 12 employees. And we were able to put an
agreement together to purchase that and that gave me the opportunity to have a foundation,
somewhat of a foundation, to be able to to begin and grow a janitorial business. So while | was
in ministry, probably 10 years of that, | was responsible for a lot of the facilities of of a church
and school, and also already had enough experience with the facilities management side of it
to know that, okay, | think this is something | could probably do so, so we made that transition
in 2006 and seven something.

Tim Clagg 08:01

And Jerry mentioned a keyword that's going to be a big focal point of this episode, the word
"foundation". What do you remember about buying this first company you only started very,
very limited employees, | think you were around 12 when you made the purchase, what do you
remember about those early moments, early months taking over?

Jerry Flug 08:27

Yeah, it's kind of funny, because | was thinking about this just a couple days ago. I'm helping
somebody who's starting up, and we were laughing about it's so weird that how nervousness
and excitement can exist in the same space, right? So | was really nervous, but | was super
excited, and | wasn't afraid. I've never been afraid of a challenge. And so when we took that on,
| think, | think one of the things that | appreciated about the family that we purchased from is
their customer service was impeccable. And so that's the foundation that the match for us. You
know, when we went to purchase, there might not have been a lot of matches, but the main
match was that customer service and how well they did at it, and how well | knew | could do at
it. And so that is, that is the, probably the number one building block that we used to begin to
create our foundation, so.

Tim Clagg 09:28

And that reputation so important, they've already built that within the industry, the community,
and you're left to be able to uphold or take it and elevate it to the next level. You know, in our
conversation, you'd mentioned "one of my goals is to help the incoming first time owner that's
reaching out for coaching not make the same mistakes | did". What were some of those biggest
challenges and struggles that you went through when you took over that business?

Jerry Flug 09:59

Uh, saying yes to too many things. | never wanted to say no, and so it didn't hurt me to say
yes. It made me a better person. But the downside was, you know, | was working 16-18, hour
days to begin with, and so, but sometimes, as a as a young entrepreneur, you're just really, you
want to win, and you want to do things right, and you're so, you know, you put your head on a
pillow at night, you're like, | don't have enough money to make it. You know, the next week and
tomorrow, the phone calls, and you're a cleaning company, and you know, they're asking you
to pave a parking lot. Andyou're like, yes, you know. You have no clue, you know. So. So | think



there was probably, for me that was probably the number one thing, was not identifying exactly
who we wanted to be as an organization and who we wanted to service and keep inside those
guardrails | was trying to be, | think | was trying to be all things to all people, and it was a little
bitdifficult to keep all those things in the air and keep it moving, so.

Tim Clagg 11:06

One of the biggest areas as a business owner and now a coach that you put emphasis on as we
talked about- building a foundation for you, what are some of the most important things new
owners need to focus on when they start to focusand build their foundation from ground zero?

Jerry Flug 11:25

Well, the biggest for me, the biggest one, like | said, is customer service. | don't know how
many over the years, | don't know how many contracts | won from other organizations that
would not return a phone call to a customer or would not communicate. Well, what's going on?
So communication number one, and then number two is, don't spend more than you bring in.
Made that mistake, you know, | think a lot of times in business, we're like, Well, I'm getting this
check next week, and I'm just going to go ahead and get this and and so we get ourselves
flipped upside down financially. And for us, you know, | made those mistakes early on, but so
that's, that's a foundational piece, and then, and that's all about people, really this industry, the
last thing | would stress is finding the right people on your team and putting them in the right
seats on that proverbial bus is very important. And if you don't have the right people on your
team, don't be afraid to make a move, because nothing kills the motivation of good people than
the boss, than them watching the boss put up with a bad person. So that's you know, those are
the, probably the three foundational things we worked on.

Tim Clagg 12:40

Have you witnessed during your time so far as a coach where new owners are skipping the
process here they maybe are scaling too big and forgetting to build that foundation process.
Have you seen that at all?

Jerry Flug 12:56

Yeah. So what I'm finding, so when | coach, | like to use the build, grow, scale method, right? So
we want to build a foundation that you can guarantee that when things start to grow, the the
building and the company's not going to crumble. And here's what | mean by that. My fifth or
sixth year, | got to a million, million two, and | could not get over it, and | did a few things. |
brought in a coach, and | thought, Okay, here's what I'm gonna do. And | so | started taking on
business that was in my customer profile, and | grew one and a half million dollars in two years,
but | lost 600 $500,000 in that same time frame, because | didn't have the operational strength
and team in place to maintain and support all that growth. And so for me, my biggest thing is
as an organization, make sure that we help companies get their operational strength possibly a
little bit ahead of their sales growth and with that foundation. So we stay in the Build Mode
quite a bit. And then I think building grow are the two. You know, if you're kind of between



those, that's where you're determining the processes and the procedures that you want to use
as an organization, simple things like when a phone call comes in, where does it go? Who takes
it? Go? Who takes it? What's the process? Once all that is in place and functioning, well, then
you can move fully into the grow and those things, once you're growing and everything
becomes repeatable and it becomes scalable, you can move it. You can take the the playbook
right, and move it to the next location or region and scale that way. So that's kind of what we're
coaching people on right now. Tim is is that build build, grow and scale, but not getting over
your skis too quickly, but really working hard on that build stage and getting a strong
foundation, and mainly in the areas of finance, HR and operations, but operations being the
biggest one, because you've gotta be have that support to be able to grow.

Tim Clagg 15:11

You mentioned something too that | think might be a little bit overlooked, hearing some new
business owners don't have a business profile, business profile, or even know what that is. Can
you kind of expand a little bit upon that for maybe some of our newer business owners in the
cleaning industry?

Jerry Flug 15:29

Yeah, when you come into the business and you're, you know, deciding who do you want to
service, is it going to be office, medical space, private schools, daycares, banks, or is it going to
be in industrial- manufacturing? Because | try to coach and train people that if you decide do
everything in threes, right? What are your services? What's your product ladder going to be?
Well, ours was janitorial, final clean construction and floor care, and so those are the three
areas we worked in. Well, who in those three areas are we going to identify as and? And | think
for us, we were, well, | know for sure, class A, office space, office, medical and private schools
is kind of where we landed the plane. And those are the people we focused after, and that's the
people we went after. And our our training programs, all that were developed around those
ideal customer profiles. And look, | make it sound really good and boxed up and nice and pretty
right now,because, you know, it took 19 years to get there, but the right people on the right
bus, on the right seats on the bus, andhelping us put that together. And so it took me 19 years.
I'm trying to help people do it in their first two years, to make sure that they service the people
that they know they can do really well at because if you have a office medical space over here
and you're doing industrial over here that's a vast valley of training and cleaning styles and all
that so, really kind of trying to push people to understand who they want to service and make
that part of their foundation.

Tim Clagg 17:18

You had mentioned when you took over the company already had credibility. You continue to
build upon that. But how if you're a new owner, where you are starting, you didn't buy a
business from somebody else, cleaning company from somebody else. How do you start
building that credibility with prospective clients when you are just starting out?

lerry Flug 17:37



There's a great book out right now called Unreasonable Hospitality. And | love it, it's a
wonderful book, and it's just about a restaurant guy in New York City who just decided we are
going to be the world's number one, number one restaurant, and that we're going to do that
through unreasonable hospitality. And so for me, it would be that unreasonable customer
service, communication and being true to your word. If you tell somebody you're going to do
something, do it. You know if you're going to be there for the customer, be there. And so | think
our industry, I'm not saying it's this way now, but it has been plagued with failure. You know, it
was what 65-70% of the companies that werecreated in the last 15 years were out in two
years, and | think it's because it was a failure to put those foundational customer service things
in place. And so I'm trying to help these new folks that are coming in build that foundation to
where they you know, make sure you got great customer service and community for our
company. It was a it was law in our company that if a customer or an employee called, you
answered the phone as quick as you could. If you couldn't answer it, you had to call back in 30
minutes. That was the law. And we treated our employees and our customers as a
management team the same way | wanted people to want to work for us. | mean, you know,
pay is the pay. But | wanted people, if they went to another company, to go, yeah, they don't
treat me right here, I'm going back to where, you know, to where Jerry is.. So, so those are
some foundational things as new people coming into the industry, | would encourage them to
stay on top of so.

Tim Clagg 19:41

And sometimes there's some tough and difficult conversations that have to be had. For
instance, you know, there are sometimes not all perfect customers, not all perfect clients,
right? So, for instance, how, how would you, or how have youhandled a customer that is
wanting something done outside the scope of work that's not only been agreed upon, but
signed by both parties and well, they're wanting you to do some extras for free. How do you
handle that? Especially those are tough conversations, maybe new owners haven't had to deal
with that and maybe aren't comfortable yet having those conversations.

Jerry Flug 20:27

Yeah, so | will tell you, it all depends on what it is we try to make ourselves very sticky with our
customers. Just an example, walking a medical building with one of our one of our larger
customers, and we were supposed to be doing an inspection, but they were so preoccupied
with a lab that needed a refrigerator. And this guy was trying to walk with me and get a hold of
somebody. | said, Hey, hang on, just a second. What kind of refrigerator do you need? He said,
Well, | need that. Why? I'm like, Well, let me make a phone call real quick. And so | called a
friend that works at one of the appliance centers here, industrial appliances, and | said, hey,
could you take care of this for them? And he said, Sure, I'll have it there this afternoon, right?
And so that's the kind of customer service. | took a problem off of his plate. And so when you
talk about doing things that you want, that a customer might want for free, it's something you
just have to weigh, depending on the bat how much value you put into offering stuff like that or
agreeing to stuff like that. But there were many times Tim where | just said, Hey, look, I |, and |
kind of would put it back on them in a nice way. It's like, your boss wouldn't want you to do this
for free, Woody. And they said, "Well, no" I'm like, well, then the expectation, expectation can't
be. Now, if it's, if it's a building owner, or, you know, the person that owns the building, and and
it's something that's, you know, minuscule or whatever, | might knock it out. I'm not going to,



you know, and | knew in the back of my mind what my profit margin was in pretty much every
building or where | was. But that being said, there's been some customers out there that | fired
as well because they wanted me to do stuff for free all the time. And I'm like, | just can't, we're
not a good fit anymore, because, you know, I'm at, I'm at 6% 7% profit. And you keep, you
know, hey, can you hit that spot in the carpet, you know, Tuesday night, and, you know, | go in
and the whole hallway is trashed. Then you want me to hit one spot, you know? So there, there
are some customers out there that if they're not a good fit, don't be afraid to cut ties. It's hard
to do, man, is it hard to do. But | would, you know, | would just always weigh those things,
depending on the situation and what it would, you know, what it would entail. But most of the
time | would push back enough to say, Hey, I'm going to, I'm going to be as tight as | can with
it, but | have to charge you, because I'm paying this business is labor. You know, it's, it's labor.
And so you have to keep that in mind.

Tim Clagg 23:13

And then if you do have that trusting, quality relationship with them, leads to more
opportunities for more add on work, which can certainly, you know, put more money and, you
know, help your bottom line. For instance, you know, up here snow, we haven't had any
recently, but, you know, add ons shoveling the walkway, the paths, and spending a little bit
extra time, maybe on the rugs that lead into. So there's an opportunity, if you have that, that
that tight chemistry, that relationship, you can get add ons pretty, pretty easily, I'd imagine.

Jerry Flug 23:48

Yeah, we so the flip side of that story is, | had a customer. It was a banking system, wonderful
relationship. We'd walk in our employees to walk into the bank, and the teller line behind there
would be dirty on the floor. You know, needed carpet cleaning. We didn't call them and say,
hey, you know, we just did it. We got it done and sent them the bill, because we knew and
understand, understood our partnership with them, and we understood the image that they
were trying to maintain in their community, in our community, because they were community
bank, and we loved our relationship with them. In fact, | would say right now, the thing | miss
about the business is the relationships like that to where, you know, | knew they had our back
and we had their back. And so it is that's making yourself that kind of sticky there can be a lot
of a lot of benefit to it and and if you become the chief problem solver for that organization,
they're going to lean on you for a lot of stuff.

Tim Clagg 24:54

How important is having that key recognition? As you're talking about there. Where it might be
the same one or two people in that building to build that relationship, rather than, hey, Tim, I'm
going to have you go in there Monday, Jerry, you're in there Tuesday, and you're flip flopping
people around. How much more beneficial is it to have that consistent face where I'm going to
be in there, you know, cleaning it maybe three or four days a week.

Jerry Flug 25:20
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company, she had beenwith the that previous company for probably 15 or 20 years, and went
all 17-18, years with us in the same building. And listen, she got more from her customers than
she did us in Christmas bonuses and year end.

Tim Clagg 25:49
Oh my goodness, wow.

Jerry Flug 25:51

They would bring her to parties. They would bring but it, bless her heart, it got, she just got so
it's, it got so hard for her, she's but she still goes. And the company sends somebody over
every now and then to help, you know, kind of tighten things up for her. But she is, she is like
gold, and I think about her all the time, and how, how that relationship has got so strong as
cemented our company, into that organization. And, | mean, she went to Christmas parties, she
went to summer picnics, and they, they called us one time and said, Hey, don't worry about
sending somebody over. We're sending, you know, sending her on vacation, on us, don't and
just don't worry about cleaning this week. We'll take care of it. So those relationships are so
important at every level. She was a cleaner, but she hung out with their staff, their president,
the whole team, and so that's a great example of that for us as management. You know, | tried
to make sure that | was involved in my top 10 customers lives on a on a monthly, weekly basis,
that they didn't go a month without hearing from me, whether that was, let's go have coffee, or
hey, can | stop by and let's just walk through the building? Or hey, you know, anything you
need from us, or for me, is my team doing? Okay? What? What can we do improve on things?
So |, | felt like customer service, the bulk of it is just communicating, yeah, where you are,
yeah,

Tim Clagg 27:27

The day and the age of well, out of sight, out of mind. No news is good news. No, that is long
gone.

Jerry Flug 27:35

Yeah, no news. No news is not good news. You're probably getting bitten. We'll get invited. On
the walk through. That's even more so.

Tim Clagg 27:45

We're talking with Jerry Flug, owner of HRA Consulting Group and former BSC owner, over 30
years of industry experience. When you took over your company, we mentioned 12 employees.
You grew it out to over 250 you eventuallymade over 6 million profit. How long that process as
a whole did it take you to get from point A: 12 employees to 250 employees and to expand and
growth up to 6 million in revenue?



Jerry Flug 28:17

So | would love to tell you that | did it really well and really quickly. But | didn't | on, | think from
my initial year to about three, three and a half years | got, | got from 200 to a million man two,
then it kind of got hung up at that million dollar mark, like most companies do this industry,
and | couldn't figure out how to move forward. Might have got that million five, but from there,
that's it was just tough. And so eventually, | hired a coach who came in. They weren't in this
business. They were just a business, small business coach, and | discovered this, you know,
when you're a business owner, you think you're Superman, you can do it all right. And |
discovered that there's this word called capacity, and everybody has a ceiling, and you can only
do so much in a day, and so you have to begin to unpry your hands from this baby that you've
burned and that you you growing up, and allow it to expand and build trust and accountability
and other people on your team. And so we began to do that. And from year three to year eight,
nine, | was stagnant in that one and a half, 2 million, | could not it's because | wasn't willing to
go ahead and say, Okay, | need operations manager. | need a, need a | need a finance person,
HR director, but year about year eight or nine, | finally committed myself to going, Okay, I've
got to get the right people on the bus. And so we went through some processes to identify who
those people would be, and we started bringing them in. We made the operations manager the
main con, the main focus on getting that person in place. And then HR was next. And so when
we did operations manager at that was about two two and a half, about two 2.2 million. When |
brought an operations manager in and | gave her complete control of operations, our company
went from 2.2 to four and a half like that. And within three years we were there. So | would
sayfrom that, from that 2.2 to 6 million was about a five year period. And during that period, |
decided what boxes we needed to run the company, and like HR, you know, finance,
operations, sales and marketing. And at that time, IT was really getting involved. So we kind of
created that box, and | worked in as the CEO. | were as the president. | worked in one of the
boxes. My wife was a CEO, and she worked in the finance box until we could hire someone and
in that, you know, 15 through 17-18, year, we were actually filling the roles that we were
supposed to be doing, and we had all those boxes moving. And so you have to realize, as an
owner, you only have so much capacity. And | think Tim, | think so many people, the reasons
the companies don't get past that threshold is they're not willing to, they're not willing to let go
and realize.

Tim Clagg 31:44
Little bit of an ego where | can do it all, | don't need help.

Jerry Flug 31:49

Or sometimes, it's people just don't know they have a like, somebody's going to listen to this
podcast and they're going to hear me say that capacity word and be like, oh, | didn't know that.
Because | didn't. | thought | was Superman, you know, right? I'm dropping the kids off in the
morning, and, you know, I'm running a multi million dollar business and making it to ball
games, and my but I'm at a ball game, and I'm on the phone the whole time, so I'm not at a ball
game. I'm physically present, but my mind is, you know, this building's not getting covered, so.



Tim Clagg 32:20

What's the best way to learn? Find somebody that has a different skill set in an area where you
might be confused or bea novice or have no experience, and then you become a sponge and
try and learn from them. Yeah? Understanding, understanding your pricing strategies can help
you maximize your your cleaning company's profitability. What key factors should cleaning
business owners consider when they're starting to develop their pricing strategy?

Jerry Flug 32:51

My pricing strategy was always, | want to be in the middle. | didn't want to be the lowest and |
didn't want to be the highest. So I- that's where my goal was. And so for the regions that you're
in, wherever you are, you need to know several things. You know the the wage rates,
understanding your wage liability. So it's not just 15 an hour. There's also, you know what I call
tags, title, and license on every employee, and so understanding your wage rates, but most of
all, understanding your overhead. I'm finding this in the industry right now, with some of the
people, I'll ask the question, do you know what your overhead is? And people are, | don't know-
well, it's probably 20%. and | will say to them, so is it 20,or is it | don't know, or is it 10 and and
| will say to them, | said, and | will tell them if | was bidding against you and you didn't know,
and | knew exactly mine was 12 or 13% I'm pretty sure I'm going to beat you, because | know
that number, right? And so I'm actually coaching people right now with a formula. It's a simple
formula. It's just all your fixed expenses for the month, and knowing what your fixed expenses
are, and knowing and understanding your overhead helps you become very competitive, and if
your overhead is too high knowing where do | got to get to be competitive, because the labor
part, every time, you know, when I've been out of a job, I've tried to make, | try to make my
labor land at 55 56% that's just, you know, that's just the way we looked at it. And so
understanding overhead, I'm finding is something that people just don't know. And for us as an
organization, we, we would review one of the things that my wife and |, we would review our
company overhead quarterly, so we understood where we were, and it changes because- you
might add like. Like in our in that three year span or four year span when we added all these
high dollar, high ticket employees, it changed our overhead changed a lot, but we're also
growing so but we tried to keep our overhead, you know, well under 20% typically, we were in
the 15 to 18% range. So even to this day, | know in my mind I'm like, | can add all that stuff up
and know right away. So when you do your pricing strategy, to me, that's a key isknowing your
overhead.

Tim Clagg 35:29

In 2022 you sold your cleaning company. For you, what decisions went into? Hey, we're ready
to sell? How difficult was itto find someone that had the passion that you have and the respect
for everything with what you did for the business? How? How difficult was it? Because, you
know you always hear the phrase, we want to leave any opportunity better than where you
found it, and you know, you certainly expanded upon where the prior owner did. So how? How
tough was that, and what led to those decisions of selling your company?

Jerry Flug 36:11
Yeah, so Tim, I'm very fortunate. | didn't have to go out looking for it. It came and found me.



ANd here's what | mean by that. Ihere's a couple young guys that we were somewnat
competitors. We knew of each other here in the region, and ifl said their name, now, people in
the industry, they know who they are, but they reached out to me one day and said, hey, we'd
love to get together and talk and maybe mentor, you know, see if you could mentor us or guide
us. And so ourfirst time getting together, you know, one of them made a statement. We really
just, we love what you're doing, and we love how you're treating people, and you're and we're
just getting, we're hearing all kinds of good things, and be like you. So we, we had like
mindedness and integrity and and faith and all those things that that I, | felt like were
importantto be involved in that. And so we just began a friendship. And I'm an open book in this
industry. 20 years ago, 15 years ago, it might not have been that popular, but | would go to
industry events and be like, well, what does it cost, you know? How come | don't share that
stuff, you know? So it's probably a little bit of a dark horse, but | was just with these guys. I'm
like, well, here's what I'm charging. This is what I'm doing. And so our friendship and the
relationship built over about two years, and then this was all through COVID. So we're in the
middle of COVID, and, you know, the industry became rock stars, you know, to get through
COVID. And so we were between the our two companies and another company. We're all
swapping gear and trying to help each other get stuff and be successful, and we just build a
really good friendship and relationship. And there was a lot of like mindedness there. And so
they approached us and asked, hey, you know, we really want to grow. And you know, it was, |
think it was, | think it was somewhat flattering to say. It might have been their game or, you
know, their sales pitch to me, but | after now where we are in a relationship, | know it was just
genuine, but they were just like, we just, we want, we want what you have, and we're trying to
build that, and we think we are in a position where we'd like to buy if you're interested. And at
the first time around, | said, no, wasn't interested. And then the second time, after we got
through COVID A little bit, it was apparent to us that it was, you know, as exciting and as
beneficial as COVID was, so the cleaning industry was exhausting. Yeah, so and | promised my
wife, who had come over from her, you know, previous career at NASA, she came to work for
us. | said, when we decide to sell, you can retire, and I'll probably semi retire. And so it just
worked out where these guys came back and said, Are you ready? And | said, okay, let's look at
it. And so it was great, because- the purchase and the merging of the two companies, | feel like
went pretty well initially, and they had a lot of they had a lot of bumps on the road they had to
work through, but operationally, HR, finance, all that stuff, was fairly smooth. And so it was a
good thing for us. So whenyou say, you know, | always feel because | know you have to go out
if you want to sell your company, and you got to go out and shop it and find somebody do- it
just worked out for us that these guys were here, and that's what their that was one of their
paths to success was, you know, mergers and acquisitions. And so it's worked out great. And- |,
you know, | can't be any happier for the folks that were on our team, because | think these
guys are, you know, everybody that was on our team and that management team- still with the
company today. That's fantastic. If that tells you anything about, you know, kind of our
friendships, you know, so.

Tim Clagg 40:23

What were some of the more difficult steps you had to follow to complete the the sell of your
company, your business?

Jerry Flug 40:32
Anytime you sell something that's yours, you have to remember, it's business, it's not personal.



I think, you know, | think on both sides, we both learned a Iot about ourselves. And, you Know,
you we both built really good companies. And so it's hard not to take the price offensive, or,
you know, you have to. You have to see it as an entity, as a widget, as a thingthat, yes, you've
developed, you've grown, and you've operated, but it's still a thing. It's not, it's not your
identity, you know, it's, it's so | think for me, the toughest thing was trying to be okay with, you
know, where we settled pricing wise. And then for me, | think the hardest thing for me was the
relationships that we grew and that we were part of it was hard to let those you know, when |
say let them go, | don't mean let them go forever, | just mean on a daily basis. But listen, we
still. I have two managers that work there every Christmas, Thanksgiving, birthdays, holidays.
You know, Hey, mister Jerry, we love you. Thankful for you. Thankful for you. Thanks for giving
us a chance. You know all the people in the office, the management teams, and also great
relationships with all those people and the guys that own it. | have a great relationship with
them, so, but that was probably the hardest was acknowledging that this widget, you know, it's
an entity that you you made happen, but it's not personal. And so if you can do that, | think
that's a big thing, then the transition piece, you know, just it's when you're trying to, we do it
this way, we do it this way. They're and they're trying to find the common denominator. Yeah,
that works, yeah. And | found, I tried to stay out of that, you know, | tried to, | was on, you
know, for a six month transition. And I, you know, found myself hiding in my office because,
like, well, they want to do it this way. Like, go talk to them, because they own it, you know,
right? So | try to be very careful with that, because | want to be very respectful, because the
the guys are sharp, you know, they're very sharp and and they're | wasvery much a people
person, people pleaser. But, you know, | lived by the rule, don't make, don't mistake my, you
know, my kindness for weakness. Yes, and | would move the world for you, but if you didn't do
what you're supposed to, | was going to bring you in and tell you, you need to get that straight
so so yeah, hope that answered your question. It was a little bit of a different scenario for us,
so.

Tim Clagg 43:10

You're only out of the industry six months, but your phone's still ringing off the hook. Got
people calling, asking you questions, looking to you for advice. How soon did you realize, you
know what, there's an opportunity for me still to stay linked to the industry, help people out,
and become a coach in the industry?

Jerry Flug 43:31

Yeah, so it didn't take too long. It was, like you said, about six months out, and I'm getting
phone calls from people, and some of them knew and some of them didn't know that | was out,
and | would just offer whatever | could do to help. Andthen | thought, you know, | said to my
wife one day, | said, you know, I'm not super bored. We've got stuff going on, but Ireally love
this industry, and | want to see it win, and | want to see professionalism raised. Not just listen,
it's easy to be professional when you're a 20, 30, 40, $50 million company. Very easy when
you're zero to 5 million and you are wearing, you know, slacks and a dress shirt during the day
and jeans and a company t shirt at night to go work, right? It's hard, right? And so my desire,
you know, what led me to get back in is to help companies with raising the bar of
professionalism and seeing people win, who had that entrepreneur spirit and that desire to do
something and create a company, created an organization that has an impact on people. And



so that was important for me. So | jumped back in, | went out, got some certifications and a
coach builder, and worked hard on trying to figure out ways that | could institute some
frameworks into coaching. And so that's kind of how | got there.

Speaker 1 44:19

You mentioned the word passion, and helping people win. Where did that kind of start to
resonate with you? And why isthat so important to see people win, potentially, people who
you've never, never met? Because that's something that's a pretty rare quality.

Jerry Flug 45:16
Yeah, I'm, it's my kids say I'm a crier. | try not to be, but | am- so.

Tim Clagg 45:23

| found that out. I've got a two and a half year old, and I'm, since becoming a dad to a
daughter, I'm kind of a softy now.

Jerry Flug 45:31

Yeah, yeah. | love a triumph or tragedy to triumph story, you know the videos that come on, or,
you know, when somebody's won or something good has happened in their life, or they've had
a rough road, and things have transitioned out, and they're doing really well. And so that
passion, | just am so thankful for the opportunity to be able to help people. And so it drives me.
It really does drive me to, you know, to help one, one of the greatest stories, | think, in our
organization, that, you know, we, we didn't do this early on, but we started to about midway
through, we realized, no wonder we can't keep anybody working. These people are working two
or three jobs. They don't spend time with their families, they're having problems with their kids.
And so I'm like, we've got to figure this out, so we kind of instituted-it wasn't organized at the
time, but now | have it all organized and give it to people all the time. But it's a program to
move people from cleaner into management over a two year period. And it's, it covers
everything from, you know, basic cleaning to floor care to understanding time keeping,
finances, budgeted versus actual, and it goes through a program. And so we had the
opportunity to take, you know, we probably had 25 to 30 people in that process, and we saw
several finish it completely. Matter of fact, there's two that are still with the company today.
They're in a management program.And one of them, she came to me and said, this is where I'll
try not to get emotional. But she goes, | want to get out of where | am. Me and my husband
don't like where we live. We want to, we want to make a better place for our kids. And | said,
Well, we'll help you. Let us do it, you know. And so | think she started out at eight or $9 an
hour, and today she's probably 60, $65,000 a year.

Tim Clagg 47:25
Wow, that's fantastic.



Jerry Flug 47:27

Yeah they were able to- they were able to buy a house. And when they got their first house, she
said, | just can't wait for the day that | can put inflatables in the yard for my kids and when they
come home and so, so when they | knew they were closing on their house, and so | snuck off
from the office and | ran and got some inflatables. It was Halloween, so | got a bunch of
inflatables and put them in the front yard and turned them on. And the kids came home, she
said, she said, | just bawled for for an hour, and so that was to us, that's the kind of feel good
story- | want to see that in our industry. | don't want business owners to look at people as, |
guess, commodities or what. | want them to look at people as people. And know that, you
know, if you're committed to working two or three jobs. Let's do something to help those people
get to where, because it's a it's an effect that it has on our community, and if mom and dad
aren't present in the home, and those kids grow up and there's no direction or guidance, and
the next thing you know now, they are becoming business owners, and they don't have, they
don't have that factor right, that impacts how how businesses run.And | just think it's, it's a
cycle that we can help break up. And there are people in this industry they want that. They just
want the little bit of guidance to do it. And we just had to be willing to acknowledge and see
that. So our company was very much, listen, we would have- Tim, we'd have people leave our
company for a dime an hour, and they go and work somewhere else for six months and come
back say, hey, I'm sorry, but they don't treat us right. They'd talk down to us and listen, | had
an operations manager that wasn't the greatest of people. It didn't last long, you know, he was
wonderful, absolutely wonderful at running the business, but his communication skills were just
not there. And so | told people all the time, you know, how you talk to your employees is the
same way we're going to talk to our customers.

Jerry Flug 47:27

One area that stuck out when we kind of had our discussion, was helping companies set up
their business to protect themselves. You were pretty astonished with some of the mistakes
that people have been making. What have you seen the early mistakes that people make not to
protect themselves?

Jerry Flug 50:00

Yeah, so my business mentor once told me, Jerry, you can you, you can go cheap on some
things, but never go cheap on a lawyer. Never go cheap on a CPA. Get the best out there. And
so we went that route, and my lawyer helped us set up a S corporation that protected our
personal life from the business life, especially when you have multiple- when you're a service
company and you provide labor and staffing, you want that kind of protection because the
liability is high, and so I'm surprised at the number of organizations right now in the industry
that are just a LLC, and their family, their family assets, all of it just wrapped into it's- it's all
exposed. So it makes me very nervous for people. And so one of my rules of thumb, when we're
talking about, you know, setting up a good foundation, | will make sure that they areprotecting
themselves well, and a lot of people don't understand that. You know, an S corporation has an
umbrella that protects your private assets and you personally from effects of the business. And
so | encourage people to go down thatroad. And I've just seen so many people, you know,
somebody crashes a vehicle or something like that, and next thing you know, their house and



their personal finances, all that are in play, and | just don't want to see that for people. So
that's one of the foundational pieces that we try to help people, if, if they already established,
to get reestablished, you know, listen for, you know, to pay a lawyer, 1000 bucks, 1500 bucks
to get your corporation set up the right way, versus a lawsuit of $500 million that you know
that if it's under an S corp, it's just right here, and your personal life is over here. So that's been
an interesting thing for me to see so.

Tim Clagg 51:58

You've worked with generational transitioning to a new generation and the family dynamic.
What is that process like, tobe able to bring in the next generation, to keep the family
company, the family tradition, alive? Because | have to imagine, there's some interesting
conversations, you know, especially if you have the generation that that started the company
that's now ready to retire, versus the younger generation, communication barriers, some of
those things, what have you seen and what have those experiences been like for you?

Jerry Flug 52:35

So, a couple things- the first thing that popped in my head- the best transition from generation
to generation aregrandkids. So if you have a grandkid and your your son and daughter want to
take over the company, it's much easier, because you're you can focus on the grandkid and
then let them take on the business. A little light hearted, but it's true. So | have a couple of
clients are like, I'm just going to hang out with a grandbaby today. I'm like, you're making this
very easy on us. No, but | one of the big things we have a we have a little bit of a workshop and
a session that we've developed on when the next generation how to gain respect of as a young
as a young person coming into the industry of the older generation. And it's just simple steps,
you know, how do you communicate? You know, how do you position yourself? Because you've
already had this enigma of, you're the owner's kid, right? We have to find ways to bridge that
gap and help people understand, you know, I'm thinking about one particular company right
now, the daughters positioning. They're positioning her to be- and she is brilliant. She is
amazing. And | think, | think you're going to see in the industry, she's going to be a rock star.
She already is in our community. She's very involved in the community with YMCA, with, you
know, some of the community services, but she's starting to take on the business, and | just
think about her, and I'm thinking about that. That's what we want in this industry, you know,
but the transition is, what is the what are the gaps? You have to identify the gaps, and then we
have to build bridges. Figure out, how do we build bridges to those gaps- and most of the time,
it's communication. Because, you know, folks have been around and dads around the company,
are like, I've worked for Mr. So-and-so for years, and he never wanted me to do that. And here
you come along, you young whippersnapper and- but, and that has to be done in a corporate
setting. Has to be done in a one on one setting. And the final piece is, you know, the official
passing of the torch, | say, is make it very public inside your company first, and then make it
public to the public. So, it's we're seeing some tough it's tough, you know, especially for
parents that have owned it for a long time, and they may not see their kids- they see their kids
as kids, not as business owners. And | try to coach the parents to understand. Your kids sharp,
your kid's bright, they're educated, they're doing really well. We got to give them a shot. Let's
not think of them as, you know, as as you know, the snotty nosed teenager-clean up the room,
right? So, so there it's coaching on both sides. It's helping both sides of the the party, you
know, workthrough that, so.



Tim Clagg 55:39

Looking at trends in the industry, you've seen more people starting to transition from
residential cleaning to commercialcleaning. Why do you think we're starting to see that here in
2025 and what areas do people struggle with coming into commercial cleaning for the first
time?

Jerry Flug 56:01

Yeah, | don't know that. I've quite put my thumb on the reason why, but it's happening pretty
rapidly. | think, I think it might be that, if so, there's a lot of the people that | know that are
coming in from the residential side are very successful on the residential side. And I'm not
talking $500,000 I'm talking multi million dollar companies that, you know, making four or $5
million who want to expand into the commercial side, right? | think the biggest hurdle for most
of them is pricing. And understand it's about volume and lower pricing than is about, you know,
$400 a house, you know, for once a month or twice a month, whatever it is. So | think that's the
biggest hurdle, is getting the pricing. But | think there's a sense of | have accomplished here.
I'm doing really well here, and | think | can add this as another income, revenue and revenue
stream, and | think, | think it can be done. And we're, | think we're having some good success
helping people with that transition. But it is, | think probably the hardest piece is they'll go out
and they'll call me and say, | didn't- | don't understand, why am | not getting this bid? I'm like,
Well, where did you land? Pricing was | was double everybody else. Like, okay, well, here, let's
work on the spreadsheet. Let me show you. And a lot of times the pushback is that's not
enough money. Like, but it's, it's trying to help them understand it's the same amount of
money because it's volume, you know, they're like, well, making eight to 10% I'm making 50 to
75% over here. I'm like, but at this volume, 10% is just as much, or probably more than that. So
that's a tough trying to get their head around that canbe tough. But | know I'm thinking of two
where we're really one, specifically that I've worked with that is having great success in that
transition. And she's very talented, very driven, and | think, | think they're going to do pretty
well in that transition, so.

Tim Clagg 58:19

Jerry, where can our listeners connect with you online, if they want to continue further
conversations with you, or if they're looking for some coaching? What are some ways they can
connect in general?

Jerry Flug 58:32

Yeah, so | have a website. It's hraconsultinggroup.com they can go there. I'm on LinkedIn, they
can catch up with me there, and | want to, | will say this, you know, Tim, | have a real heart for
this industry, and | want to see people win. So | know when people hear about a coach, they
think, oh my gosh, | can't afford that. | think our team has made our pricingvery reasonable for
entry level, all the way up to, you know, we have two or three that are in the 20 to $50 million
range.But the best thing | can say to somebody is, if you're going to hire a coach, treat them
like they're just- treat them, bring them in like they're a staff person, like a fractional CEO or



CFO, however you want to word that and build that into yourbudget, and have them in there for
that six months to a year or longer, just having them in their in your pocket and accessible is a
big deal. And so, you know, they can reach out to me through any of those, you know, any of
those platforms I'd be glad to help. | will say this. | said this and it had only been a couple of
weeks ago. You know, | want to help and help people and guide people in the right direction. So
| give the first the first time we meet for an hour is free, so | can just kind of tell you what we
can do to help. Uh, and I'm helping others, you know, who are just getting started in the
industry. I'm doing kind of group sessions where they there's probably four or five in a session,
and we meet once a month, and it's free right now for they, | give them three months together
free. And so people want to sign up for something like that, they can reach out to me on the
website or LinkedIn. And | try to help them get to a place where, okay, now we're starting to
move. I'm starting to get, you know, some cash flow going, and then, you know, then we can
enter into a relationship, so. The beautiful thing is, this was a surprise to me. You know, in the
coaching world, people are like, if you have a client for three to six months, it's a success. Well,
I've had my original clients, all of them, I'll say this, all but two of my clients I've had since day
one, and they've just stayed on. And the other two were it was intentional to do just three or
four months because they were working through a particular issue. So, but yeah, so yeah,
reach out. We'd love to help you. I've got, you know, myself, we've got HR department, we've
got finance, and we've got some folks that help with the sales and marketing. If you want to get
into the SEO side of it, we've got some people thatcan help with that as well, so.

Tim Clagg 1:01:22

How important is it too- for people that haven't had a coach to hire and work with somebody
that has experience within this industry?

Jerry Flug 1:01:36

So this is not a popular opinion in my coaching world, but | will say this, I think life is much
easier if you hire a coach, hire someone that's been in this industry, and they know what
they're talking about, and they have failed and succeeded in this industry. And right now that's
a there's a small handful of us, and | think you're starting to see more. But | think of you know,
you know, a previous guest on myself, there's some big names in the industry that are helping
larger companies get from the 20 to 50 million mark. And so there are some great people out
there that are coaches, that have worked and been successful in this industry. And | think, |
think the benefit of that, it can't be monetized. To behonest with you, one of my customer that
she just- hooked me up with this other guy and said, hey, this guy needs your help. And in her
text, she said to him, You can't live without him. You can't run your business without him. And
so appreciated the words of kindness, but, but | wish | would have hired a coach myself early
on, somebody in the industry, because it would have helped tremendously, so.

Tim Clagg 1:02:59

Jerry, we're thankful and grateful for you taking time to share your wisdom from the industry
and talking about trends inthe industry that you've currently seen, so thank you so much for
gracing us with your presence today.



Jerry Flug 1:03:11

Hey, listen, | appreciate it. Appreciate what you guys are doing and getting the word out there
and helping people in the industry. And so, like | said, we love to help. So any way we can

partner with you guys or any of the companies that are out listening, please let us know and
reach out to us, and we'll be glad to see what we can do to make things better for you.

Tim Clagg 1:03:33

Jerry, appreciate it. That will conclude this month's episode of the Business of Cleaning podcast.
Be sure to subscribe to us on Spotify, Apple podcast, Amazon or wherever you get your podcast
from, also be sure to leave us a five star review and your comments. From everyone at
Janitorial Manager, our guest, Jerry Flug, I'm Tim Clagg saying so long until next time.



