
 

 

Case Study: Scaling Sunrise Irrigation from $500K to $15 Million in Annual Revenue 

 

Company Overview 

Sunrise Irrigation started as a local irrigation provider in Palm Harbor, Florida. By leveraging a 
targeted and scalable marketing strategy, it became the dominant provider across six counties in 
West Florida, growing from $500K to $15 million in annual revenue in just six years. 

 

 

The Challenge: Local Competition and Growth Stagnation 

In 2018, Sunrise faced challenges common to trades businesses: 

• Over-reliance on referrals and traditional Google Ads. 

• Inability to scale due to limited geographic reach. 

• A need for better lead quality and more consistent revenue streams. 

• Generate more lead volume to scale the business. 

 

 

The Solution: A Three-Phase Growth Blueprint 

 

Phase 1: Leveraging Google Local Services Ads (GLSA) 

• Step 1: Adopted GLSA as an early adopter in 2018. 

• Step 2: Transitioned the entire Google Ads budget to GLSA for its pay-per-lead model. 

• Step 3: Saturated Pinellas County, achieving 200 calls/month on a $3K budget. 

• Step 4: Used GLSA success to build a stronger workforce, hiring skilled employees to 
match increased demand. 

 



 

Phase 2: Reintroducing Google Ads with Search & Smart Campaigns 

• Step 5: Relaunched Google Ads campaigns in 2019, focusing on: 

1. Smart Campaigns: Directed traffic to Google My Business (GMB). 

2. Search Networks: Captured high-intent traffic. 

3. Display Network (Smart Campaign) : Generated demand cost-effectively. 

• Step 6: Expanded to Pasco and Hillsborough Counties by creating campaigns tailored to 
each new region. 

 

Phase 3: Building a Demand Engine 

• Step 7: Created county-specific GLSA and Google Ads campaigns, expanding reach 
systematically. 

• Step 8: Introduced ancillary services such as: 

o Yearly maintenance plans 

o Landscape lighting 

o Mosquito control 

• Step 9: Used Meta Ads for retargeting past customers and establishing social proof, such 
as 5-star reviews. 

• Step 10: Adjusted ad budgets dynamically to account for seasonality and avoid 
overbooking or under booking jobs. 

 

 

The Results 

• Revenue Growth: From $500K in 2018 to $15 million in 2024, a 30x increase in six years. 

• Market Dominance: Expanded from one county to control the irrigation market across six 
counties in West Florida. 

• Lead Volume: Consistently generated 200+ high-quality leads per county per month. 

• Efficient Marketing Spend: Balanced budget allocation across Google and Meta Ads to 
ensure high ROI while managing seasonal fluctuations. 

 

 



Blueprint for Scaling Trades Businesses: 
 

Step-by-Step Framework: 

1. Start with High-Intent Platforms: Begin with GLSA to maximize cost-effective leads. 

2. Optimize and Scale Locally: Saturate your primary market before expanding 
geographically. 

3. Leverage New Campaign Types: Use Smart Campaigns and GMB traffic for enhanced 
reach and visibility in conjunction with Google Search Campaigns. 

4. Diversify Services: Introduce ancillary offerings to increase customer lifetime value. 

5. Use Retargeting Wisely: Retarget past clients to maintain engagement and build trust. 

6. Plan for Seasonality: Allocate budgets dynamically to match market demand and 
capacity. 

 

 

Conclusion: Dominating the Market 

This case study showcases how a strategic and scalable marketing plan enabled Sunrise Irrigation 
to dominate its market. Trades businesses can replicate this blueprint by combining high-intent 
lead capture, demand generation, and operational scalability to achieve transformational growth. 

 


