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TOM 

I am excited today to have John Alford and Will Fountain of GreenServ. Gentlemen, welcome to 

the show. 

JOHN 

Thank you, Tom. Appreciate you having us. 

TOM 

Yeah, that's John. And Will, do you want to say hello? So everybody knows your voice.  

WILL 

Thank you, Tom. 

TOM 

Yeah. Nice to have you aboard. So, let's set the context. GreenServ has a shredding business, but, 

give me some big picture details about GreenServ. Tell me about your shredding business and 

maybe a little bit more.  

WILL 

Yeah. We started shredding about 15 months ago. We're primarily a medical waste company; we 

started off as a medical waste company, and discovered that each of our customers are potential 

shredding accounts. So, we moved into our treatment facility there again about 15 months ago 

and had been holding off our customers as far as the demand that was coming our way for 

document destruction. One large competitor of ours purchased another, purchased Shred-It, and 

then we started seeing some demand on that. 

And so, we went into it wanting to synchronize it. I'm over operations and finance and John's 

over sales and he can speak more to that. But one of the things that when we went into this is we 

wanted to call in existing accounts. We wanted to do a plant-based shred so that we can use our 

same trucks, we can co-mingle in our areas, the states that we currently cover. And so that's the 

strategy we started with.  

TOM 

Interesting. So, you really built this on the back of a medical waste business, but you're plant-

based so you're not running mobile shred trucks. 

WILL 

That's correct.  

 



TOM 

Okay. It's primarily paper shredding to your existing client base. And we can talk more about 

how you're growing that, but are you doing things like hard drive destruction and all that other 

stuff? Are you-  

WILL 

We are. 

TOM 

Okay, you are.  

WILL 

We are to those existing accounts and where it makes sense. So, we’re trying to be strategic as 

far as our route density goes, that's one of the things that we really were excited about getting 

into this as well, is it helping our route density and turning over more opportunities in those areas 

once we covered our existing accounts.  

TOM 

Got it. Got it. Related, tell me your home city, your service area.  Give me a sense of the scope of 

your business.  

WILL 

Sure. We started off in North Mississippi based out of Oxford, which is about an hour South of 

Memphis, Tennessee.  We moved into our treatment facility in Batesville, Mississippi, which is 

right on 55 South of Memphis, 15 months ago. And we started off 10 years ago covering just 

North Mississippi. We then expanded into West Tennessee and more into central and South 

Mississippi then over into Louisiana. And now we cover most of Tennessee, all of Mississippi, 

all of Louisiana and most of Arkansas. So recently maybe Arkansas, in the last 12 months. 

TOM 

So, you've really grown. So, a couple more things about your business before we get into the 

focus of the conversation is, and I realize this is a co-mingled business with your medical waste, 

but how many staff, how many team members does GreenServ have, give me a little bit more in 

terms of the team, the size of the team, the scope of that.  

WILL 

Sure. We were about 15 employees, 15 months ago, and now we're in the mid thirties and that 

changes sometimes daily with what all's going on right now in the market and growth and 

everything else. Probably around 35. 

 

 



TOM 

Okay, wow. That's quite the operation. So, you've got plant-based equipment. Are you full 

scope? So big machine, cross cut, going into a baler... 

WILL 

Yeah. We've got a 75 horsepower Allegheny shredder with a 30 horsepower American baler.  

TOM 

That's great. Very cool. All right. So, we've got a sense of who you are and what you're doing. 

The focus of the Shred Coach Podcast is really to get into a specific strategy, tactic, tool or 

resource you implemented and the impact it made on your business. And I realize sometimes in 

having these kinds of conversations I'm asking you to disclose something that's, maybe an actual, 

you know, insider secret. But in doing that, I believe we're all helping each other in this industry. 

So, tell me in your case what's the thing that you did that you want to share with the industry? 

What's the implementation, the strategy, the tactic you used and then we'll dig in on it. 

JOHN 

Well, Tom, this is John. So, from the sales side, we, as Will said, we were medical waste 

company, started in 2012. And so, as we were doing some market research on the shredding side, 

it seemed that everyone that we talked to was more on a pulling side of the marketing. They were 

Google ads and all kind of lead generation systems, from Shred Nation to some of the things that 

are common to the market, to bringing the customers into them… it was a lot of, you know, in-

house calls and all that. So, we initially, to Will's point, at first when the acquisition of Shred-It 

was done, we had people calling us like, "Hey, do y'all do shredding?" we were like, nah, we 

don't do shredding. At about the 20th customer that called that said, "Do y'all do shredding?" 

Yep, we do. We're doing shredding now. So... 

TOM 

It doesn't take an entrepreneur long to answer that question, does it? 

JOHN 

Listen, I'm not the smartest guy in the room, but I'm smart enough to say yeah. So anyway, we 

actually initially launched doing that just from a Google ad standpoint and trying to drive it 

through our website and pulling it in itself, but we just didn't see, we weren't even meeting our 

budget. We didn't see that type of response that some of the other people that in our, that we had 

pulled on for information and given us. And so, Will and I both came out of the medical device 

world for more years than I care to tell. Our background in the medical waste sales, and then also 

in the medical device sales is, you know, being in some type of a sales funnel that's depending on 

what industry you're in and going out there and being in a pushing and a driving sales and 

outside sales. 

And so, in a nutshell, we took, after a few months of trying it the traditional way that we saw the 

industry, we took a route manager who had about six months, a young guy, a real sharp, no sales 



experience at all, but he had been working for us, he did know the industry a little bit. So, we 

brought him inside, and just made him quote unquote, “the shred specialist”. And threw some 

training and plugged him into our sales pipeline and in our CRM program called Pipedrive. It's 

well known in the market. 

And so, it's basically a quota every day for sales calls, it's a quota weekly for the number of 

quotes sent and then a quota monthly for revenue and contracts closed. And it's just a system that 

we've put in place that's worked well for us in the medical waste side. So, we do track all of this 

data, that's been the key component of it all, but then having somebody who's young and 

aggressive and he's willing to work hard and... You know, Will and I, we tell people all the time 

they come to us, "Hey, I'm looking for a job". It's like, you know, you get out of the bed and 

work, you go to work every day, you're going to outwork 95% of the people around you. And 

that's what this young fellow does.   

We did, to Will's point, we started with kind of our own customer base. It was around us in 

North Mississippi, and we only sold to medical waste customers trying to make that route 

density. And, you know, so everybody that we picked up were already there from an operational 

standpoint. So, if we can add some recurring shredding revenue there, then that just increases the 

margin on those stocks. So, as we saw that start to tick up, the purge business, you know, we 

started going after some of the, more of the purge business, and then not only we expand that 

footprint we also expanded what we're doing from the Google ad standpoint, you know, and 

trying to reach that market.  That really, increased as well. And then got outside of the- just 

North Mississippi into Tennessee, as Will spoke about, and then got outside of the medical-only 

to the nonmedical shredding world. The lawyers, the banks, the insurance, schools, you know, all 

the usual suspects and that. And so, it's really had a big, big impact for us to the point that we 

were shocked by this, by somebody that didn't know selling could get in here and plug in to this, 

to our system and just work the program and it worked, you know? And so... he did a great job. 

TOM 

Yeah, let's dig in a little bit because you gave us the reason why you implemented. So, it's like 

there was some degree of pain. You were trying this poll form of marketing, which is often 

called inbound and you're waiting for people to show up to you.  That's the impetus for this. But 

now you take a driver or somebody who's worked operations for you and you put them in an 

office.  Is the first thing you're teaching him to do is pick up the phone and just basically dial for 

dollars to your existing clients, or is he dialing for dollars to anybody at this point? 

JOHN 

Some of both for the- initially it's training on the system itself, it's sitting down getting in, 

digging into the CRM program. So, he understands what the functionality is of that. He 

understands the stages of our pipeline or AKA your sales funnel. And understands what those 

stages are, why each stage is important and what it takes, how many calls you're going to have to 

make to send a certain number of quotes, to get a certain number of contracts. 

 



JOHN (cont.) 

It's just a numbers- Will and I both talk about this all the time.  This business is a numbers game 

unlike anything I've... I haven't ever done anything like this. Mine was a handful of customers 

that you grew your business inside of a dozen surgeons. We have a ton of leads inside. We've 

called on over 25,000 people since we've been in business in the medical waste space. And so, it 

was working in that, but, you know, there's also the non medical shredding customer. So, some 

of that is his own generating leads and, you know, Googling and digging into the outside, into 

that sales arena as well. 

TOM 

In that process, is this person who's doing this only going out, or are they also receiving in some 

of the inbound leads that are funneling from a shred-only perspective? 

JOHN 

Well, and that's a good point. That was one of the things that we did and kind of his stages. Once 

he got his feet wet, once he understood the operational side of what the CRM looked like and 

how it functioned, then all of Shred Nation's leads went to him. All Google's leads, went to his 

desk, everything went to this one desk. And so, it made us a lot more efficient. We were 

probably at about, I would say a 50% close rate on the Shred Nations in Google leads. And after 

he had it for about three months, that rate went to 80. 

TOM 

Wow. That is impressive. Wow. I can hear what you're saying there. So, this person starts to get 

to know the system, the software, how the pipeline works, they start going outbound, which you 

got to know your stuff to go outbound. But now when you start bringing somebody inbound to 

somebody who's become adept at going outbound, now they're really efficient at order taking, 

because that's another part of the shred business, which is the inbound often is somebody ready, 

waiting, and wanting somebody to shred their stuff today. 

So, is his outbound focused on big accounts, or is he going after anything that moves and 

breathes and shreds paper at this point? Or is his outbound focused on that type of client that is 

bigger and the inbound is whatever comes? Like, how do you see that unfolding for you? 

JOHN 

For us, and Will could speak to this as well, our strategy on that was more of where it was 

instead of, "Hey, I just want a small customer, a large customer", because we knew what our 

footprint was from the medical waste side. And on the operational side, Will, they did a great job 

keeping up with the routing and where our focus is, you know, what we want to do there. So, it's 

more of a geographical than it is size of the customer. Will, do you agree? 

WILL 

Yes, a hundred percent. The one thing I'll compliment them on is putting a strategy together. 

Here's the area we're going to cover and coming to us saying, "Alright, here's the area we need 



you to cover first, second, third". And then we start preparing on our end from a volume 

standpoint, driver's standpoint, truck capacity standpoint, all of these things in certain areas and 

obviously closer to home, it's going to make us more money than it is a long way off. So...  

TOM 

Yeah. So, it sounds like you implement this “shred specialist”, they learn the system, they start 

going outbound, you start taking them inbound, and now they get extremely efficient. At a 

certain point in your growth, I can only imagine that person hits their limits. You already said 

earlier, you've gone from 15 to 35 in the last year, and I don't know where he came in that 

process, but at a certain point, a person who's doing that, I get the sense that they're going to 

burst. So, is there plans to like duplicate that effort? Is that what you're thinking? Is that the sort 

of strategy you're taking with it? 

JOHN 

It is. The plan at the end of '21, the plan was to implement a segue. So, as a side note, when the 

“shred specialist” came on, he had been the route manager for about six months, which ran over 

to the first quarter of '21. And so, he was for really nine months, this all transpired and the light 

bulb kind of went off for us. It's like, look, the shredding sale is nothing like a medical waste 

sale. It's not as time consuming. There's something we can close on the phone most of the time. 

And if not on the phone, in the next few days. People are not near as worried about a contract as 

they are in a medical waste contract. We have plans in place to, you know, we look at being able 

to look at all of his year in data to bring someone in in Q2 to basically replicate what he's doing. 

TOM 

Interesting. So is your internal specialist, and maybe more of those as you grow, are they given 

what you just said, dialing... the phone call is a much easier place to do it. Are they going out 

like, are they going out and doing meetings? Are they on the road at all? 

JOHN 

You ask all the right questions because you've done it before. And so, after he had been in, we 

kind of held the reins on him for six months. The last three months of the year, we intentionally 

scheduled him two days a week on the road.  And in that we had to have, you know, we've got a 

certain number of meetings he has to have every day. And so, it was a lot of parameters set, it's 

just not go out there, run around. So, it's got to be focused. It's got to be strategic.  

You can go to Will's point. We know where we want to grow. And there- the sheer numbers of 

shredding customers outweighs the medical waste 400%. And so that was an eye opener for him. 

He had never done outside sales. So, we'd have a few accounts set up with appointments that he 

had talked to and then you're like, "Hey, there's 20 people up and down the road, you know, you 

just go poke your head in and that's it. Then you start prospecting, you know, in that way as 

well". And so, he'd come back in a day with 25 different prospects that he could then follow up. 

 



TOM 

Now, if we step back to you guys, as the partners and leaders in the business, are you managing 

this through your CRM system? Like, monitoring activity, or is that coming out of a scorecard? 

So how are you monitoring? Because you run a big business, 30 people, this one person that 

you're talking about, I realize this is only one strategy we're talking about, but you undoubtedly 

have a big business that's you know, you guys are running ragged with.  How do you monitor the 

success of this person? Obviously by sales, but you know, are you monitoring leading indicators, 

activity? What, what's the monitoring process? 

JOHN 

The short answer to that is yes, inside the CRM. The CRM is the heartbeat for everything we do. 

From operations to sales. And so, his number of activities is charted every day, the calls are 

chartered every day, emails... we look at everything. At the end of the day, the CRM is just a 

huge data platform that we can go pull all of the key indicators that we need to see what his 

activity is. And not only from a watchdog standpoint, but from a growth standpoint and to show, 

"Hey, here's what we've been telling you a sales pipeline will do as you get your pipeline full, 

cause it's always going to be feeding you”.  So, if you'll work the system and, you know, Will 

and I did this with Miles, our sales manager. And a light bulb goes off one day when they go, 

"Oh, wow. I called him this guy months ago and I'm fixing to sign him up." 

TOM 

Yeah, that's a beautiful thing when you make that realization, isn't it like, oh, wow, this thing 

works. Run the numbers. So, part of my goal on this show is to actually, with every show and my 

gosh, this is such a great strategy that you've implemented, especially when the world believes 

the only thing that matters is Google. It's really, I think it's such a powerful thing, but without 

giving away the farm, like what kind of impact is this had? I get a sense that it's obviously 

producing something, but, and I'm not asking you to tell me the specifics, but generally speaking, 

have you made more than 10,000 from this approach? 

JOHN 

We have. So, I'll give you some rough numbers, Tom, all good.  So, in 2020, that was our first 

full year of doing shred sales. And a lot of that was the inbound or the pulling. We averaged 7 

recurring contracts a month and 4 purges a month. In ‘21, we averaged 17 recurring contracts a 

month and 15 purge contracts a month. And this shred specialist had 99 on his own, in nine 

months had 99 recurring contracts and had 95 purge contracts. 

TOM 

Dang. 

JOHN 

And that was in nine months. And so, this year we're year to date, we're averaging 22 recurring 

contracts and 25 purge contracts. 



 

TOM 

Unbelievable.  

WILL 

It's been a good investment.  

TOM 

That's a seriously good return on investment.  

JOHN 

And the flip side of that is, from Will's standpoint, a lot of this, this purge business that they've 

had to do a lot of adjustments in the back, I mean, were doing a lot of 1,000 and 2,000 box 

purges at a taken, you know, and we already had the trucking in place, but, where it's an 18-

Wheeler or two or three to go get these purges along with the manpower and the staging of all 

that.  You know, it's easy for us to sit over here and say, "Hey, well, we did, you know, we did 

85 purges", but one of the things I learned early on is, the answer to us always was sell more, but 

then you got to go get it. 

TOM 

Yeah.  Yeah.  It's a system that's dynamically connected. 

JOHN 

Yeah. 

WILL 

Exactly.  

TOM 

Yeah. So, quick question, because I think it's such an important lesson, the ROI is huge, 

obviously. But if you were to say to another shredder how to think about this, a fellow shred 

operator and they were about to do this... because one of the frustrating things, many people face 

is sales reps are really difficult to manage and monitor. Did you get lucky with the person you've 

got or you talked enough about a system that it sounds like it wasn't left to chance to this person 

to come in and just throw spaghetti at the wall. They knew what they were doing. 

JOHN 

Right. Well, look, I... Will, we both talked about our average on hiring the right employee and 

anybody who's been in business for themselves notice sometimes that's a challenge. So yes, 

there, there is a little bit of luck and having the right personality and somebody that will come in 

and go to work every day. However, Will and Miles, before I came in the business is when we 



brought Pipedrive on as the CRM program. And they worked in it for three years or more before 

I got in here. But now yes, there is a seat for this, but it's a defined seat.  

TOM 

Right.  

JOHN 

And it's a well-defined seat. And so, I think if you're- the more you manage it and the more detail 

that you can put all of it, the more successful that you're going to be. Would you agree, Will? 

WILL 

Yeah. I do. And one thing I'd say about that as well, it's a good indicator if they're a good fit and 

they're being successful, it's also a good indicator if they're not such a great fit and they're not 

being successful. And it makes that conversation very easy to have because we've obviously had 

a lot of people come and go but that's a really nice thing about system also.  

TOM 

Yeah. So, it sounds like the system provides the right seat for a person who's going to blossom in 

it.  It's both. So, to people who say, "Bring in an inside sales rep or a sales rep for shredding", 

and they just leave it to chance it's often a failure, but a person connected to a process that is 

persistent…. Dang, that was good. Wasn’t it? 

JOHN 

Yeah. 

WILL 

Yes. 

TOM 

Wow. Three Ps just came rolling out of my mouth there. That was, that was pretty...  

JOHN 

You might want to write that down.  

TOM 

You might want to write that one down. 

WILL 

I want to add to that, Tom, is that we've started, we've gotten away from doing a person in a 

position and doing a position. And you know, we've talked about that in the past, but that's a big 

deal. And John and I were talking about that just yesterday on another position within the 



business. And that's very important and it makes it easy to, easier to hire and easier to be 

successful.  

TOM 

Yeah, that's so good. So good. Well, guys, this literally is so powerful and, I’m really grateful. 

You have opened the kimono and really shared in a really significant way. And I think it's such a 

cool opportunity. I think anybody who hears this can take a whole lot of lessons that are worth at 

least $10,000 for their business from 20 minutes of hearing you. So, thank you for that. 

You both mentioned earlier and it just kind of came up and I'm going to shift the subject matter 

just a bit, but… neuro, spine and EMT medical devices, Will, I found that in your LinkedIn 

profile.  I think you were with Striker. And John, it looks like you had your own business in 

respirators, wheelchairs, home dialysis systems and monitoring systems. How the heck do you 

take that and turn it into a medical waste company and then... I know medical people out there 

who are in the medical, but they don't often jump into building a medical waste business and a 

shredding business. So, in brief, what's the correlation or what happened there? Like usually 

guys in medical device sales are suit guys and they're, like they're hanging out with physicians 

and now you're doing something really cool, but it's different. So, any reason for that shift? 

JOHN 

I wish I had a real smart answer to come up for you right now and just say, "Hey Tom, this is 

what-" Both of us, I think, got tired of the corporate world. And Will was traveling an 

unbelievable amount. And I was in surgery all the time and my schedule was I was on call, and 

we both just wanted to, you know, do something to have a lifestyle change. And it was that to get 

to somewhat of a normal lifestyle, get away from the corporate world, build a business based on 

what our values were and what our core principles are. 

TOM 

So cool. 

JOHN 

Will?  

WILL 

Yeah, no, I'd say it's amazing how it all came together through independent paths. And then I 

ended up calling John one day, was kind of joking and said, would you like to get in the medical 

waste business? He said, "Well, it's interesting you say that", and then went from there. And here 

we sit.  

TOM 

And here you sit with 35 odd staff, depending on the day it is. And you have created a machine 

that sounds really amazing, that probably back in the days of selling medical devices you never 

anticipated where you are today. And so, I want to congratulate you on a wicked cool adventure 



that sounds like you've been in and really appreciate you sharing the inside scoop of what you're 

doing in your business to grow it significantly. So, thanks for your time today, guys. I really 

appreciate it. 

WILL 

Thank you, Tom, appreciate it. 

JOHN 

Thank you, Tom. Always good to talk to you. 


