Sample Business Plan: Scaling a Driveway
sealing in the American Market




TITLE PAGE

ShieldSeal Pro LLC, Colorado LLC taxed as S-Corp. Founded March 15, 2023, Denver. Marcus Thompson
(ex-Regional Director at SealCo, scaled to $8M revenue in 3 years). Provides premium driveway sealing to 42M US
homeowners with asphalt driveways at $399-$599/job, targeting $396,000 revenue in Year 1. October 26, 2024.



SECTION 1: EXECUTIVE SUMMARY

42 million US homes have asphalt driveways (U.S. Census). 68% of homeowners prioritize preventive maintenance
(HomeAdvisor 2023), yet 73% of sealant applications fail within 18 months due to improper technique or substandard
materials, costing homeowners $1,200+ in premature repaving. ShieldSeal Pro solves this with Al-estimated quotes,
polymer-modified sealants, and certified technicians delivering 5-year warranties. We charge $440 average per job (vs.
$420 competitors) with 50% gross margins.

We generate revenue through one-time jobs (60% of Year 1 revenue) and annual maintenance contracts (AMCs) at
$340/year (40% of Year 1 revenue). Target customers: homeowners with $300K-$800K homes in 6 metro areas. Year
1 revenue: $396,000. Gross margin: 50%. Break-even at 709 jobs (achieved Month 7). Path to 15% net margin by
Year 3 through AMC growth (40% of revenue) and route optimization.

Seeking $350,000 seed funding for 20% equity ($1.75M pre-money valuation). Use of funds: $200,000 startup costs
(vehicles, inventory), $100,000 marketing (Google Ads, CRM), $50,000 working capital. Enables expansion to Phoenix
by Q2 2025, 1,050 jobs in Year 3, and $180,000 net profit (15% margin). Projected 5x ROI via acquisition by Year 7 at
4x revenue ($4.8M).



SECTION 2: COMPANY OVERVIEW

Colorado LLC taxed as S-Corp for pass-through taxation. Chosen for liability protection and 15.3% self-employment
tax savings vs. sole proprietorship. Located in Denver for central access to Mountain West markets and 12% lower
commercial rent vs. California. Founded March 15, 2023. Ownership: Marcus Thompson (70%), Elena Ruiz (20%),
David Lin (10% angel).

Marcus Thompson (CEO): Scaled SealCo's Denver division from $1.2M to $8M revenue in 3 years (2019-2022)
through technician certification programs reducing callbacks by 37%. Elena Ruiz (COO): Managed 5 crews at
PaveRight Denver, achieving 92% on-time completion rate and 23% labor cost reduction via route optimization
software.

Date Milestone Status Next Steps

Mar 2023 Company formation, Complete N/A
EIN, DUNS

May 2023 Leased Aurora Complete Add 2 vans by Q1 2025
warehouse, 3 vans
purchased

Jun 2023 ServiceTitan CRM Complete Integrate with Podium by
implementation Q4 2024

Jul 2023 First 50 jobs completed Complete Scale to 75 jobs/month
($22,000 revenue) by Q1 2024

Oct 2023 82% AMC retention rate Complete Target 85% by Q2 2025

(Year 1 pilot)

Q12024 Google Ads campaign Complete Expand to Facebook
launch ($8,000/mo) Ads by Q3 2024

Q2 2024 12 property Complete Add 8 HOAs by Q4 2024
management

partnerships

Q32024 Break-even at 709 jobs Projected Achieve $15,000
monthly net profit by Q1
2025



SECTION 3: MARKET ANALYSIS

TAM: $2.1 billion (IBISWorld 2024 pavement maintenance). SAM: $420 million (residential/light commercial in
Western/Southern U.S., 20% of TAM). SOM: $8.4 million (2% SAM share across 6 metro areas by Year 3).
Calculation: 42M US homes with asphalt driveways x 2% annual sealing rate x $500 avg. job = $420M SAM. SOM =
4,200 jobs/year x $2,000 avg. commercial contract value.

Target Segment 1 (Homeowners, 75% revenue): Age 35-65, $75K-$250K income, $300K-$800K home value. Budget:
$400-$600/job. Buys via Google (68% of leads), prioritizes warranty length (5+ years) and CSAT scores. Segment 2
(Commercial, 25% revenue): Property managers with 20+ units, budget $7,500/year/contract. Buys via RFPs,
prioritizes scalability and dedicated account managers.

Market trends: 1) Eco-sealants growing at 12% CAGR (EPA tightening VOC limits to 50g/L by 2025); 2) Preventive
maintenance adoption up 22% since 2020 (HomeAdvisor); 3) Seasonal concentration: 80% revenue April-July; 4)
Labor shortages increasing technician wages 6.2% annually (BLS).

Segment Size ($) Growth Rate Our Share Target Rationale
Single-Family $315M 5.8% 1.5% 75% revenue focus;
Homeowners 4,200 jobs at $500
avg. by Year 3
Property $63M 7.1% 3.0% 25% revenue; 84
Management Firms contracts at $7,500
avg. by Year 3
HOAs $31.5M 6.3% 4.0% 15% revenue; 42
contracts at $5,000
avg. by Year 3
New Construction $10.5M 9.0% 2.5% 10% revenue; 21
contracts at $10,000
avg. by Year 3
Category Total Addressable Serviceable Serviceable Methodology
Available Obtainable
Residential $1.575B $315M $4.725M 42M homes x 2%
annual rate x $500 =
$420M SAM; 1.5%
share = $6.3M
Commercial $525M $105M $3.675M 210K commercial

properties x 1.25%
annual rate x $4,000
=$10.5M SAM; 3.5%
share = $367,500



Total $2.1B $420M $8.4M Combined
residential/commercial;

2% SAM share by
Year 3



SECTION 4: COMPETITIVE ANALYSIS

Market fragmented: Top 3 players hold <15% share. Driveway Experts (Denver) generates ~$1.8M revenue with $420
avg. job but uses coal-tar sealants (banned in 12 states). SealRight Pro franchise system averages $650K/store
revenue but charges 22% franchise fees, limiting technician pay. DIY market (Home Depot sealants) captures 30% of
addressable jobs but has 68% failure rate (Asphalt Institute).

Competitive advantages: 1) 5-year warranty (industry standard: 2 years) reducing customer acquisition cost by 22%
via referrals; 2) Polymer-modified sealants cost $0.10/sqft vs. $0.08 for coal-tar but increase lifespan by 47% (Asphalt
Institute test data); 3) ServiceTitan CRM reduces scheduling errors by 33% vs. competitors' paper systems; 4) AMC

model achieves 82% retention vs. industry 65%.

Competitor Revenue Est. Pricing Key Strength Key Weakness Our
Differentiation
Driveway $1.8M $420/job 12-year local Coal-tar EPA-compliant
Experts brand sealants sealants; 5-year
(non-compliant) warranty
SealRight Pro $650K/store $450/job National brand 22% franchise Higher
recognition fees limit service technician pay
quality (25% above
market)
Angi Network $3.2B (platform) $380/job Lead volume 3.8-star avg. Certified
rating; technicians;
inconsistent 97% CSAT
quality
Home Depot $280M $0.15/sqft Price ($120 for 68% application Professional
DIY 800 sqft) failure rate results; 5-year
warranty
Lawn Doctor $550M $395/job Landscaping Part-time Full-time
bundling seasonal certified crews;
technicians 10-step process
Strengths Weaknesses Opportunities Threats

5-year warranty (longest
in industry)

82% AMC retention rate

Limited brand
awareness outside
Denver

Seasonal revenue
concentration (80%
Apr-Jul)

Expand to Sun Belt
(12% population growth)

Partnerships with
property tech platforms

EPA VOC limits banning
coal-tar sealants

Labor shortages
increasing wages
6.2%l/yr



ServiceTitan CRM No commercial New construction DIY market growth
integration equipment for large lots developer contracts (3.5% CAGR)

97% CSAT score Dependent on 3 vans for White-label for home Weather disruptions
operations warranty companies (rain delays)



SECTION 5: PRODUCTS & SERVICES

Standard Sealing: $399 for 800 sqft. Includes pressure washing (3,000 PSI), crack filling (up to 10 ft), two-coat seal
application using SealMaster polymer-modified sealant. Completes in 4-6 hours. Premium Sealing: $599. Adds sand
broadcast for texture, edge sealing, and polymer reinforcement. Crack Repair: $10/linear ft (min. $100). Annual
Maintenance Contracts: $340/year with 15% discount, free crack repair up to $100, and priority scheduling.
Commercial Fleet: $7,500/year for 10-unit property (10% discount).

Pricing set at 15% premium to competitors based on 5-year warranty value ($1,200 avg. premature repaving cost).
Dynamic pricing: 10% increase May-July (peak season). Commercial contracts priced at 20% discount vs. one-time
jobs to secure volume. Gross margin: 50% on standard jobs ($220 COGS), 55% on Premium ($270 COGS), 65% on

AMCs ($120 COGS).

Tier
Standard

Sealing

Premium
Sealing
Crack Repair
Annual

Maintenance

Commercial
Fleet

Metric

Price per job

COGS per job

Gross Profit per job

Gross Margin %

Price

$399

$599

$10/ft

$340/yr

$7,500/yr

Features

800 sqft, 2-coat,
crack fill

Reinforcement,
sand broadcast

Hot-pour
rubberized filler

15% discount,
free $100 repair

10 units,
dedicated
manager

Value

$440

$220

$220

50%

Target
Customer

Homeowners
(70%)

Homeowners
(30%)

All customers

Homeowners

Property
managers

Expected % Gross Margin
Revenue

45% 50%

25% 55%

10% 65%

15% 65%

5% 60%

Calculation/Notes

(45%x$399)+(25%x$599)+(10%x$180)+(15%XS$:
= $440

Sealant $60 (800 sqft x $0.075/sqft)
+ Labor $140 (4 hrs x $35 loaded) +
Disposal $20

$440 - $220

$220 / $440



CAC

LTV

LTV:CAC

Payback Period

$120

$360

3.0:1

5.2 months

$8,000 Google Ads / 67 customers
(3,333 clicks x 3.2% CTR x 38%
conv.)

2.5 jobs x $440 x 50% margin =
$550 gross profit; minus $190
retention cost

$360 / $120

$120 CAC / ($220 gross profit / 12
months x 38% retention rate)



SECTION 6: MARKETING & SALES

Google Ads primary channel: $8,000/month targeting "driveway sealing [city]" keywords. CPC $2.40, CTR 3.2%,
conversion rate 38%. Expected leads: 107/month. Secondary: Facebook Ads ($2,500/month) targeting homeowners
40-65 with $300K+ homes; CPC $1.80, conversion rate 28%. Referral program: $50 cash for customers, generating

22% of leads at $45 CAC.

Sales cycle: 1) Lead captured via CRM (3 min response time), 2) Al quote via satellite imagery (92% accuracy), 3)
SMS video follow-up (35% open rate), 4) Online booking (Calendly), 5) Service with tablet documentation, 6) Digital
payment (50% deposit for jobs >$500), 7) AMC offer post-service (28% conversion). Average cycle: 3.2 days.

Conversion rate: 38%.

Retention: Automated 90-day check-in calls (15% upsell rate), loyalty program ($50 off after 2 years), free driveway
health reports. Target churn: 2.1% monthly (vs. industry 3.5%). Expansion revenue: 33% of customers add crack

repair ($180 avg.). AMC renewal rate: 82%.

Channel

Google Ads

Facebook Ads

Referrals

Property Partners

Total

Month

10

11

12

Monthly Budget

$8,000

$2,500

$1,000

$500

$12,000
Google Ads Social

Media

$8,000 $0
$8,000 $0
$8,000 $0
$8,000 $2,500
$8,000 $2,500
$8,000 $2,500
$8,000 $2,500
$8,000 $2,500
$8,000 $2,500
$8,000 $2,500
$8,000 $2,500
$8,000 $2,500

Expected CAC

$119

$156

$45

$83

$120

Content/SEO

$500

$500

$500

$500

$500

$500

$500

$500

$500

$500

$500

$500

Expected
Leads/Month

107

45

22

180

Events

$0

$0

$0

$0

$500

$500

$500

$500

$500

$500

$500

$500

Conversion

Rate

38%

28%

100%

50%

38%

Other

$0

$0

$0

$0

$0

$0

$500

$500

$500

$500

$500

$500

Expected

Customers/Month

41

13

22

3

79
Total Expected

Leads

$8,500 95
$8,500 95
$8,500 95
$11,000 140
$11,500 150
$11,500 150
$12,000 155
$12,000 155
$12,000 155
$12,000 155
$12,000 155
$12,000 155

ROI

2.6x

1.9x

7.0x

3.2x

2.5x

Expected
Customers

36

36

36

53

57

57

59

59

59

59

59

59



SECTION 7: OPERATIONS

Peak season (April-October): 12-15 jobs/week per crew (3 crews). Each crew: 1 technician + 1 assistant. Work hours:
7am-5pm Mon-Sat. Dispatch via ServiceTitan with route optimization reducing drive time by 22%. Winter (Nov-Mar):
4-6 AMC renewals/week, technician training, marketing. Capacity: 1,260 jobs/year (3 crews x 10 months x 42
jobs/month).

Key vendors: Colas USA (sealant at $120/55-gal drum, 10% discount at 50+ drums), Graco (sprayers at $4,500/unit,
3-year warranty). Technology: ServiceTitan ($199/user/month) for scheduling, QuickBooks Online ($30/month) for

accounting, Samsara ($35/vehicle/month) for fleet tracking.

Vendor/Supplier

Service

Monthly Cost

Contract Terms

Backup Option

Colas USA Asphalt sealant $1,200 Net 30; 10% discount SealMaster
at 50 drums
Graco Spray equipment $375 3-year warranty; 5% Alamo Industrial
annual maintenance
U-Haul Van leasing $1,500 24-month lease; Ryder
$0.25/mile overage
Uline PPE/supplies $300 Net 15; free shipping Grainger
>$500
ServiceTitan CRM software $597 12-month contract; Jobber
$50 setup fee
Tool Purpose Monthly Cost Users Alternatives
Considered
ServiceTitan Field service $597 8 Jobber ($99/user),
management Housecall Pro ($149)
QuickBooks Online Accounting $30 2 Xero ($30),
FreshBooks ($17)
Samsara Fleet tracking $105 3 Verizon Connect
($120), Samsara
($105)
Podium Review management $89 2 Yotpo ($79), Birdeye
($129)
Calendly Scheduling $12 2 Acuity ($17),

YouCanBookMe
($10)



SECTION 8: MANAGEMENT TEAM

Organizational structure: 8 FTEs by Year 3 (6 technicians, 1 admin, 1 sales). Compensation: Technicians $24/hr base
+ $2/hr safety bonus (25% above Denver avg. of $19.20). Admin: $55,000/year. Sales: $45,000 base + 5%
commission. No equity grants beyond founders.

Advisory board: Michael Chen (ex-CFO at Angi, 0.25% equity), Lisa Rodriguez (Asphalt Institute director, $150/hr
consulting).

Month Role Salary Priority Source Onboarding
Time

1 Lead Technician $52,000 High Trade schools 2 weeks

3 Marketing $48,000 Medium LinkedIn 3 weeks
Specialist

6 2nd Crew $52,000 High Indeed 2 weeks
Technician

9 Admin Assistant $55,000 Medium Craigslist 1 week

12 Sales $45,000 + 5% High Referral 2 weeks

Coordinator

15 3rd Crew $52,000 High Trade schools 2 weeks
Technician



SECTION 9: FINANCIAL PLAN

Key assumptions: 1) Job growth: 36 customers Month 1 to 59 by Month 12; 2) Avg. revenue per job: $440 Year 1,
$475 Year 2 (5.8% increase); 3) Monthly churn: 2.1%; 4) COGS: 50% Year 1, 45% Year 2 (volume discounts); 5)
Marketing: $12,000/month Year 1, $10,000/month Year 2; 6) Labor: $14,000/month Year 1, $23,333/month Year 2.

Revenue generated through job completions (95% of revenue) and AMC renewals (5%). Growth drivers: 1) Google
Ads scaling to 155 leads/month; 2) AMC penetration from 15% Year 1 to 40% Year 3; 3) Commercial contracts from
5% to 25% of revenue. Pricing increases 3.4% annually to offset inflation.

Cost structure: 65% variable (COGS, sales commissions), 35% fixed (rent, software, admin). Fixed costs:
$15,000/month Year 1. Variable costs scale at 50% of revenue. Key cost drivers: sealant ($0.075/sgft), labor ($35/hr
loaded), fuel ($0.35/mile).

Requires $350,000 seed funding. Use: $200,000 startup costs (vehicles, inventory), $120,000 marketing (Year 1),
$30,000 working capital. Provides 14 months runway. Milestones: Phoenix launch (Q2 2025), 1,050 jobs (Year 3),
$1.2M revenue.

Category Ite Cost
Legal/Formation EIN$1,200
LLC
filing
Licenses/Permits Congéator
license
Equipment 3 $90,000
service
vans
Equipment Press@i00
washers
Equipment Sealp?,000
pumps
Equipment PPES2,400

kits

Notes

Coloradc
$500

+

legal
fees

Denver
city

license

2023
Ford
Transit
250

3x
Simpson
3,000
PSI

3X
Graco
Reactor

8
technicic



Technology

Technology

Initial Inventory

Initial Inventory

Marketing Launch

Marketing Launch

Working Capital

Insurance

Professional Fees

Contingency (10%)

Total

CRN$5,000
setup

Wels3t€00
development

Sealsh000
drums
(50)

Cradi4,000
filler

(200
cases)

Brarghii@po

Goa$82000
Ads

3 $45,000
months
OpEx

Ann@ab,500
premium

Leg&l18;000nting

$20,000

$200,000

ServiceT
configur:

WordPre
+

SEO

Colas
USA

@
$120/dru

$20/case

Logo,
van
wraps

Month

budget

$15,000
X
3

$18,000
WC

+
$7,500
GL

Startup
setup

On
total
costs



Category

Rent

Salaries

Benefits

Insurance

Software

Utilities

Marketing

Fuel/Maintenance

Sealant Inventory

Crack Filler

Technician Wages

Other OpEXx

T Monthly Cost

Fix&a,200

Fix&d4,000

Fix&a@,100

Fixéa,125

Fix&d33

Fix&300

Vargdia@®00

Varghed 7

Varggheoo

Varhs00

Vaigifig300

Var$dhees

Annual Cost

$26,400

$168,000

$25,200

$25,500

$8,800

$3,600

$144,000

$35,000

$108,000

$18,000

$201,600

$14,700

Notes

2,500
sqft
warehou:

FTEs

$55k
avg.

15%
of
payroll

wcC

GL

ServiceT
QuickBo«
etc.

Electricity
internet

Google
Ads,
referrals

3

vans,
1,500
miles/mo

50
drums/m
@
$180/dru

150
cases/mc
@
$10/case

6
techs

@
$3,500/ir

Supplies,
disposal



Fixed Total $23,463

Variable Total $39,417

Combined Total $62,880
Line M1 M2 M3 M4 M5 M6 M7
Item

Revenue $15,840 $15,840 $15,840 $23,320 $25,080 $25,080 $27,280

COGS  $7,920 $7,920 $7,920 $11,660 $12,540 $12,540 $13,640

Gross $7,920 $7,920  $7,920 $11,660 $12,540 $12,540 $13,640
Profit

Marketing $8,500 ~ $8,500 $8,500  $11,000 $11,500 $11,500 $12,000

Salaries $14,000 $14,000 $14,000 $14,000 $14,000 $14,000 $14,000

Rent $2,200 $2,200 $2,200 $2,200 $2,200 $2,200 $2,200

Software $733 $733 $733 $733 $733 $733 $733

Insurance $2,125  $2,125 $2,125 $2,125 $2,125 $2,125 $2,125

Other $1,225 $1,225 $1,225 $1,225 $1,225 $1,225 $1,225
OpEXx

Total $28,783 $28,783 $28,783 $31,283 $31,783 $31,783 $32,283
OpEx

EBITDA -$20,863 -$20,863 -$20,863 -$19,623 -$19,243 -$19,243 -$18,643
Depreciati®i,667 $1,667 $1,667 $1,667 $1,667 $1,667 @ $1,667
EBIT -$22,530 -$22,530 -$22,530 -$21,290 -$20,910 -$20,910 -$20,310
Interest|  $0 $0 $0 $0 $0 $0 $0
Taxes = $0 $0 $0 $0 $0 $0 $0

Net -$22,530 -$22,530 -$22,530 -$21,290 -$20,910 -$20,910 -$20,310
Income

Line M1 M2 M3 M4 M5 M6

Item

Beginning  $200,000 $177,470 $154,940 $132,410 $111,120 $90,210
Cash

Cash $15,840  $15,840 $15,840 $23,320 $25,080  $25,080
In

Total $15,840  $15,840  $15,840 & $23,320  $25,080  $25,080
Cash
In

M8

$27,280

$13,640

$13,640

$12,000

$14,000

$2,200

$733

$2,125

$1,225

$32,283

-$18,643

$1,667

-$20,310

$0

$0

-$20,310

M7

$69,900

$27,280

$27,280

M9

$27,280

$13,640

$13,640

$12,000

$14,000

$2,200

$733

$2,125

$1,225

$32,283

-$18,643

$1,667

-$20,310

$0

$0

-$20,310

M8

$49,590

$27,280

$27,280

$281,500

$473,000

$754,500

M10 M11 M12 Year

$27,280 $27,280 $27,280 $272,800

$13,640 $13,640 $13,640 $136,400

$13,640 $13,640 $13,640 $136,400

$12,000 $12,000 $12,000 $132,000

$14,000 $14,000 $14,000 $168,000

$2,200 $2,200 $2,200  $26,400

$733 $733 $733 $8,800

$2,125  $2,125 $2,125  $25,500

$1,225 $1,225 $1,225  $14,700

$32,283 $32,283 $32,283 $381,400

-$18,643 -$18,643 -$18,643 -$245,000

$1,667 $1,667 $1,667  $20,000

-$20,310 -$20,310 -$20,310 -$265,000

$0 $0 $0 $0

$0 $0 $0 $0 $0

-$20,310 -$20,310 -$20,310 -$265,000

M9 M10 M1l M12

$29,280  $8,970 -$11,340  -$31,650

$27,280 = $27,280  $27,280  $27,280

$27,280  $27,280 = $27,280  $27,280



Cash $38,370 = $38,370  $38,370 @ $44,630  $45,990

Out

Total $38,370 = $38,370  $38,370 @ $44,630  $45,990

Cash
Out

Net -$22,530  -$22,530 -$22,530 -$21,310 -$20,910

Cash
Flow

Ending $177,470 $154,940 $132,410 $111,100 $90,190

Cash

Metric Y1 Y2 Q1 Y2 Q2

Revenue $396,000 $247,500 $262,500

COGS $198,000 $101,475 $107,625
Gross $198,000 $146,025 $154,875
Profit
OpEXx $237,000 $130,000 $132,000
EBITDA -$39,000 $16,025 $22,875
Net -$42,000 $12,000 $18,000
Income
Ending -$52,580 $12,420 $30,420
Cash

Metric

Monthly Fixed Costs

Variable Cost per Job

Price per Job

Contribution Margin per Job

Contribution Margin %

Break-Even Units per Month

Break-Even Revenue per Month

Y2 Q3

$277,500

$113,775

$163,725

$134,000

$29,725

$24,000

$54,420

Value

$23,463

$220

$440

$220

50%

107

$47,080

$45,990

$45,990

-$20,910

$69,280

Y2 Q4

$292,500

$119,925

$172,575

$136,000

$36,575

$30,000

$84,420

$47,590

$47,590

-$20,310

$48,970

Y3 Q1

$315,000

$135,450

$179,550

$150,000

$29,550

$24,000

$108,420

$47,590  $47,590 = $47,590  $47,590

$47,590 = $47,590  $47,590  $47,590

-$20,310 = -$20,310 -$20,310 -$20,310

$28,660  $8,350 -$11,960  -$32,270

Y3 Q2 Y3 Q3
$330,000 $345,000
$141,900 $148,350

$188,100 $196,650

$155,000 $160,000
$33,100 $36,650

$27,000 $30,000

$135,420 $165,420

Calculation

From OpEx table

COGS per job

Average revenue

$440 - $220

$220 / $440

$23,463 / $220

107 x $440

Y3 Q4

$360,000

$154,800

$205,200

$175,000

$30,200

$24,000

$189,420

$47,590

$47,590

-$20,310

-$52,580

Y3 Total

$1,200,000

$540,000

$660,000

$480,000

$180,000

$180,000

$189,420



Expected Break-Even Month

Safety Margin

Metric

Gross Margin %

Operating Margin %

Net Profit Margin %

Current Ratio

Quick Ratio

CAC Payback

LTV:CAC

Monthly Burn Rate

Runway (months)

Y1

50.0%

-10.6%

-10.6%

0.8

0.6

5.2 months

3.0:1

$22,000

9.1

Month 7

26%

Y2

59.0%

19.7%

19.7%

15

12

4.1 months

3.8:11

$0

N/A

July (124 jobs)

(167 actual jobs - 107 BE) / 167

Y3

55.0%

15.0%

15.0%

2.1

1.8

3.8 months

4.2:1

$0

N/A

Industry
Benchmark

50-60% (services)

10-20% (services)

5-15% (services)

1.5+

1.0+

6-18 months

31+

N/A

6+ pre-revenue



SECTION 10: RISK ANALYSIS

Top risks: 1) Labor shortages (Probability 4/5, Impact 5/5): Technician wage inflation at 6.2% annually could erode
margins by 3.7% if unaddressed. 2) Weather disruptions (Probability 3/5, Impact 4/5): Rain delays could reduce
April-July revenue by 15% in high-precipitation years. 3) Regulatory changes (Probability 2/5, Impact 5/5): EPA VOC
limits below 50g/L could force $15,000 reformulation costs. 4) Price sensitivity (Probability 4/5, Impact 3/5): DIY market
growth could pressure pricing, reducing revenue by 8% if competitors discount.

Mitigation: 1) Labor: $2,000 signing bonuses, 4% annual wage increases, and trade school partnerships targeting 15
hires/year. 2) Weather: Weather monitoring API ($50/month) for dynamic scheduling, $5,000 rainy-day fund. 3)
Regulatory: Maintain 3 sealant formulations (current, mid-VOC, low-VOC) at $2,000/month R&D cost. 4) Pricing: AMC

contracts lock in 82% of customers at 15% discount, insulating from discounting.

Risk Impact Risk Score Mitigation Contingency Owner
Strategy Plan
Labor shortages 5 20 Signing bonuses; Outsource Ruiz
trade school non-core tasks to
partnerships Angi
Weather 4 12 Weather AP, Shift to Ruiz
disruptions flexible commercial
scheduling contracts (less
weather-sensitive)
Regulatory 5 10 Maintain 3 Pass costs to Thompson
changes sealant customers via 3%
formulations price increase
Price sensitivity 3 12 AMC contracts Introduce budget Lee
lock pricing tier (3-year
warranty)
Seasonality 4 20 Winterized Expand to Ruiz
services commercial
(concrete (year-round
deicing) needs)
Reputational 5 15 100% satisfaction PR crisis plan; Lee
damage guarantee $10,000 reserve
Expansion failure 4 8 Pilot new markets Pause Thompson
with 1 crew expansion; focus
on Denver
Insurance claims 5 5 OSHA 10 Switch insurers; Ruiz

certification; daily
safety briefings

increase
premiums



SECTION 11: IMPLEMENTATION TIMELINE

Year 1 priorities: Achieve 709 jobs to break even by Month 7, secure 120 AMC contracts, and maintain 97% CSAT.
Critical path: Google Ads optimization (Month 3), technician hiring (Month 1), and CRM integration (Month 2).
Dependencies: Sealant supplier contracts must be signed before Month 1 operations; insurance must be active before

first job.

Month Milestone Deliverables Resources Success Metric Owner
Needed

1 Launch 50 jobs 3 crews, $8k $22,000 revenue Ruiz
operations completed Google Ads

2 CRM ServiceTitan-Podium  $500 dev cost 20% faster Lee
optimization integration review requests

3 Google Ads CTR >3.2% $8k budget 107 leads/month Lee
scaling

4 First commercial 12-unit HOA Sales proposal $7,500 contract Thompson
contract signed template value

5 Break-even Cash flow model QuickBooks Positive cash by Thompson
planning updated data Month 7

6 Technician 2 new hires $4,000 bonus 100% on-time Ruiz
hiring trained pool completion

7 Profitability Month 7 net 124 jobs $600 net profit Thompson
achieved positive completed

8 AMC program 85 contracts Email templates 15% of revenue Lee
launch signed

9 Phoenix market Competitor $2,000 research 5 target ZIP Thompson
research analysis report budget codes

10 Referral 22 customers $1,000 bonus 22% of leads Lee
program launch referred pool

11 Winter service 2 deicing Marketing $1,500 revenue Ruiz
planning contracts materials

12 Year 1 review Financial audit Accountant $42,000 net loss Thompson

completed ($1,500)



SECTION 12: APPENDIX

Available documentation: 1) Sealant material safety data sheets (Colas USA), 2) ServiceTitan CRM workflow
diagrams, 3) Technician training curriculum (40-hour program), 4) Google Ads performance reports (Q1-Q3 2024), 5)
Property management partnership agreements (12 firms).
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