Sample Business Plan for a Successful Garage
door repair in the US

SecurelLift Garage Services, LLC is a Texas LLC founded March 15, 2024, by James Callahan (ex-ComfortAir regional
manager, scaled HVAC firm to $8.2M revenue) and Maria Delgado (DASMA Level 2 certified technician). We provide
emergency garage door repair to 1.2M Austin MSA homeowners at $240 average ticket, targeting $345,600 Year 1
revenue with 62% gross margin. Plan dated October 26, 2023.



SECTION 1: EXECUTIVE SUMMARY

82M US homes require garage door service with 15-20 year lifespans (IBISWorld 2023). Austin added 100,000
residents 2020-2023 (U.S. Census), yet 78% of local homes experience 3-5 day repair wait times. SecureLift solves
this with <2-hour response for $240 average jobs (vs. $150 Precision Garage Door), capturing 0.47% of $3.2M Austin
SOM. We charge flat-rate pricing for repairs ($229 spring replacement), maintenance subscriptions ($149/year), and
opener installations ($499 avg).

Revenue model: 120 jobs/month Year 1 ($28,800), scaling to 250 jobs/month Year 3 ($67,500) via Google Ads (CAC
$58.60) and property manager contracts. Gross margin 62% Year 1 (parts 25%, labor 13%), improving to 68% Year 3.
Break-even at 122 jobs/month (Month 14) with $39,600 Year 1 net profit. Working capital requirement: $30,000 for 6
months of $5,000/month parts inventory.

Seeking $180,000 funding: $120,000 SBA 7(a) loan (10-year, 7.5% interest, $1,400 monthly payment), $60,000
founder equity. Funds allocated: equipment 46% ($84,000 vans), marketing 22% ($40,000), operations 20%
($36,000), working capital 12% ($20,000). Milestones: $750,000 revenue Year 3, 90% CSAT, 3-county coverage.
Projected 28% EBITDA margin Year 3 with $512,400 cumulative net profit.



SECTION 2: COMPANY OVERVIEW

Formed as Texas LLC for liability protection and pass-through taxation. Austin location chosen for 4.2% population
growth (vs. 0.9% national) and $94,000 median household income. 60% equity to James Callahan (CEO), 40% to
Maria Delgado (CTO). No external investors.

James Callahan: Grew ComfortAir Austin revenue from $1.2M to $8.2M in 5 years through Google Ads optimization
(32% lead cost reduction). Maria Delgado: Reduced service callbacks 37% at Austin Door Masters via OSHA 30-Hour
certified technician training program.

Date Milestone Status Next Steps
Mar 2024 Texas LLC formation Complete Negotiate Ford van
financing

Apr 2024 TDLR business license Complete Hire 2 technicians

May 2024 Lease 1,200 sq. ft. Complete Install FieldEdge
facility software

Jun 2024 Launch Google Pending Generate 50 SEO blog
Business Profile posts

Jul 2024 First revenue-generating Pending Achieve 15 jobs/week
job

Sep 2024 Break-even (122 Pending Add Williamson County

jobs/month) coverage



SECTION 3: MARKET ANALYSIS

U.S. garage door repair market: $2.1B (IBISWorld 2023), 4.2% CAGR. Texas SAM: $68M (Austin $3.2M, San Antonio
$18.5M, Houston $29.1M, Dallas $17.2M based on 82M homes x 65% garage penetration x 3% annual service rate x
$1,100 avg. revenue per household). Austin SOM: $3.2M (1.2M homes x 65% garage penetration x 3% service rate x
$129 avg. ticket).

Primary customers: Homeowners 30-65 with $75K+ income (78% of Austin homes have garages, 34% built pre-2014).
Budget: $150-$600/job. Buying behavior: 87% search "garage door repair [city]" on Google (BrightLocal 2023), 68%
book within 24 hours of inquiry. Secondary: Property managers (12% of Austin rentals have garage doors), budget
$200-$400/job with 90-day payment terms.

Market trends: 1) Smart opener adoption growing 18% CAGR (Statista 2023); 2) 41% of homeowners prioritize
same-day service (HomeAdvisor); 3) Preventive maintenance penetration below 15% despite 37% cost savings
(DASMA); 4) Texas housing starts up 22% YoY (U.S. Census).

Segment Size ($) Growth Rate Our Share Target Rationale

Emergency Repairs 1,920,000 4.2% 0.50% 2-hour guarantee vs.
3-day industry avg

Maintenance Plans 480,000 18.0% 1.25% $149/year pricing (vs.
$199 competitors)

Opener 480,000 18.0% 0.75% Wi-Fi integration

Replacements expertise

Full Door 320,000 3.1% 0.30% Clopay dealer

Replacements partnerships

Category Total Addressable Serviceable Serviceable Methodology
Available Obtainable

U.S. Market 2,100,000,000 68,000,000 3,200,000 IBISWorld x Texas

housing data x 3%
service rate



SECTION 4: COMPETITIVE ANALYSIS

Direct competitors: Mr. Garage Door Repair (5 Austin locations, $1.2M revenue est., 4.7 Google stars), Austin Garage
Door Pros (family-owned, $480K revenue, limited digital presence), Precision Garage Door (national franchise, $150
avg. ticket, 3.2 Google stars). Indirect: TaskRabbit ($65/hr, 32% job failure rate), Home Depot DIY kits (17% return
rate). Key weakness: 72-hour average response time for emergencies (Angi 2023).

Competitive advantages: 1) 2-hour response guarantee (vs. 72-hour industry standard) - tracked via FieldEdge GPS;
2) Transparent flat-rate pricing (published online, 23% lower than Precision); 3) $10/5-star review bonus driving 45%
technician retention (vs. 28% industry avg); 4) Chamberlain dealer status enabling 15% parts cost advantage.

Competitor Revenue Est. Pricing Key Strength Key Weakness Our
Differentiation
Mr. Garage Door 1,200,000 $120 avg Google ads 3-day Same-day
dominance emergency wait service
guarantee
Precision 850,000 $150 avg National brand Hourly billing Flat-rate pricing
Garage ($95/hr)
Austin Pros 480,000 $110 avg 20-year local No online Real-time
trust booking scheduling
TaskRabbit N/A $65/hr Low upfront cost 32% job failure Specialized
rate technicians
Home Depot N/A $200 kits DIy 17% return rate Professional
convenience installation
Strengths Weaknesses Opportunities Threats

2-hour response
guarantee

Chamberlain dealer
pricing

OSHA-certified staff

FieldEdge GPS tracking

Limited brand
awareness

2 technician capacity

No commercial
experience

$30k working capital

Smart opener adoption
(18% CAGR)

HOA maintenance
contracts

Texas housing starts
+22% YoY

Property manager
partnerships

National franchise
expansion

Spring supply chain
volatility

DIY video tutorials

Insurance premium
increases



SECTION 5: PRODUCTS & SERVICES

Emergency repair: Broken springs ($229), opener malfunctions ($149-$299), off-track doors ($199). 24/7 hotline with
$99 diagnostic fee waived on repair. Preventive maintenance: Bi-annual tune-ups ($149/year) including spring tension
test, sensor calibration, lubrication. Opener replacement: Chamberlain/LiftMaster Wi-Fi models ($399-$599). Full door
replacement: Clopay steel/insulated doors ($1,200-$3,500). Safety upgrades: Battery backups ($129), smart home
integration ($99).

Pricing set 15% below Precision Garage Door using Chamberlain dealer discounts. Maintenance plan priced at 25%
discount vs. bi-annual $99 visits to drive retention. $49 diagnostic fee (waived on repair) filters non-serious inquiries.
Avg. ticket rises from $240 Year 1 to $270 Year 3 via 35% maintenance plan attachment rate.

Tier Price Features Target Expected % Gross Margin
Customer Revenue
Emergency $240 avg 24]7 response, Homeowners 65% 58%
Repair lifetime warranty
Maintenance $149/year 2 tune-ups, 15% Homeowners 20% 85%
Plan repair discount
Opener $499 avg Wi-Fi, 1-yr Homeowners 10% 62%
Replacement warranty
Full Door $2,350 avg Insulated steel, Homeowners 5% 48%
Replacement 3-yr warranty
Metric Value Calculation/Notes
Price per service 240 Year 1 weighted average
COGS per service 91.20 Parts $60 (25%), labor $31.20
(13%)
Gross Profit per service 148.80 240 -91.20
Gross Margin % 62% 148.80 / 240
CAC 58.60 Google Ads $3,000 / 51 leads

(3.2% CTR, $2.40 CPC)

LTV 720 2.5 jobs x 240 x (1 / 0.15 churn)



LTV:CAC ratio 12.3 720/ 58.60

Payback Period 1.4 months 58.60 / (148.80 x 0.65)



SECTION 6: MARKETING & SALES

Go-to-market: Google Ads targeting "garage door repair Austin”" ($3,000/month budget, $2.40 CPC, 3.2% CTR = 1,250
clicks, 51 leads/month). Local SEO: 50+ blog posts targeting "garage door spring cost Austin” (1,200 monthly organic
visits projected Year 1). Partnerships: 15 property managers (500 units) at $150/month retainer for priority service.

Sales cycle: 1) Lead from Google (68% conversion rate), 2) Online booking (42% conversion), 3) Technician dispatch
(<2 hours), 4) Post-service review request (55% submission rate), 5) Maintenance plan offer (35% attachment). Sales
cycle length: 1.8 days. Close rate: 78% of booked appointments.

Retention: Automated SMS reminders (30% open rate) for bi-annual tune-ups. "SecureLift Shield" loyalty program:
10% discount for reviews, free safety inspection with maintenance. Target churn: 1.2% monthly (vs. 3% industry avg)
via 90% CSAT.

Channel Monthly Budget Expected CAC Expected Conversion Expected ROI
Leads/Month Rate Customers/Month

Google Ads 3,000 58.60 51 78% 40 1,032

Property 0 0 12 100% 12 1,440

Managers

Referral Program 500 33.33 15 85% 13 1,560

Angi/HomeAdvisor = 800 80.00 10 70% 7 560

Month Google Ads Social Content/SEO  Events Other Total Expected Expected
Media Leads Customers

1 3,000 500 2,000 0 500 6,000 78 61

2 3,000 500 500 0 500 4,500 63 49

3 3,000 500 500 0 500 4,500 63 49

4 3,000 500 500 0 500 4,500 63 49

5 3,000 500 500 0 500 4,500 63 49

6 3,000 500 500 0 500 4,500 63 49

7 3,000 500 500 0 500 4,500 63 49

8 3,000 500 500 0 500 4,500 63 49

9 3,000 500 500 0 500 4,500 63 49

10 3,000 500 500 0 500 4,500 63 49

11 3,000 500 500 0 500 4,500 63 49

12 3,000 500 500 0 500 4,500 63 49



SECTION 7: OPERATIONS

Operations: 7am-8pm daily scheduling via FieldEdge. Technicians dispatched within 2 hours using GPS-tracked Ford
Transits. Average job duration: 1.2 hours (0.8 billable, 0.4 travel). Capacity: 2 technicians handle 8 jobs/day (160
billable hours/month). Quality control: 100% post-service review requests, $10/5-star review bonus. Parts inventory:
14-day buffer ($5,000) of springs/cables/rollers.

Suppliers: Clopay (door panels, 2% discount at $10k/month volume), Chamberlain (openers, net-30 terms), Texas
Spring & Door (springs, $0.50/unit below list). Technology: FieldEdge ($99/user/month) for dispatch, QuickBooks
Online ($30/month) for accounting, Yext ($249/month) for listing management.

Vendor/Supplier Service Monthly Cost Contract Terms Backup Option
Clopay Door panels 3,000 Net-30, 2% discount Amarr
Chamberlain Openers 2,000 Net-30 LiftMaster
Texas Spring Springs 1,500 Cash on delivery Overhead Door
Ford Commercial Van maintenance 400 12-month service Local mechanic

contract

Tool Purpose Monthly Cost Users Alternatives
Considered

FieldEdge Dispatch/scheduling 297 4 ServiceTitan

QuickBooks Online Accounting 30 2 Xero

Yext Listing management 249 1 Moz Local

Canopy Digital forms 49 3 Jobber



SECTION 8: MANAGEMENT TEAM

Organizational structure: CEO (Callahan), CTO (Delgado), 2 technicians, 1 remote dispatcher. Compensation:
Technicians $5,000/month base + $10/5-star review (avg. $5,300). Dispatcher $2,500/month. No bonuses until Year 2
profitability.

Advisory board: Robert Chen (ex-CEO of Garage Door Nation, 20% royalty-free equity option), Linda Torres (TDLR
compliance consultant, $150/hour).

Month Role Salary Priority Source Onboarding
Time

1 Technician #1 5,000 High Indeed 2 weeks

1 Technician #2 5,000 High Indeed 2 weeks

2 Dispatcher 2,500 Medium Remote.co 1 week

6 Marketing 4,000 Low Upwork 2 weeks

Specialist



SECTION 9: FINANCIAL PLAN

Key assumptions: 15 new customers/month Year 1 (51 Google leads x 78% close rate), growing to 25/month Year 3.
Avg. revenue per customer: $240 Year 1, $270 Year 3. Monthly churn: 1.2%. COGS: 38% of revenue (parts 25%,
labor 13%). Marketing: 8.7% of revenue. Fixed costs: $18,100/month.

Revenue growth driven by Google Ads scaling (51 to 85 leads/month), property manager contracts (0 to 15), and
maintenance plan adoption (0% to 35%). $149/year plans generate $12.42/month recurring revenue per subscriber.

Cost structure: 62% variable (COGS), 38% fixed (OpEXx). Variable costs scale with jobs (parts, technician labor). Fixed
costs: rent $2,200, dispatcher $2,500, software $400, insurance $1,200. SBA loan payment $1,400/month (interest
$750, principal $650).

Funding need: $180,000 for 14 months runway. $120,000 SBA loan covers vans ($84,000), tools ($12,000), parts
($15,000). $60,000 equity covers marketing launch ($20,000), working capital ($30,000), contingency ($10,000).
Milestones: 122 jobs/month break-even (Month 14), $750,000 revenue Year 3.

Category Ite Cost
Legal/Formation Tex@90
LLC
filing
Licenses/Permits Busizeds
license
Equipment 2 84,000
Ford
Transit
vans
Equipment Toolk2,000
&
safety
gear
Initial Inventory Part$5,000
stock
Marketing Launch Weliside0

development

Notes

TDLR
applicati
included

Austin
city
permit

Finance
via
SBA

Diagnos
tools,
ladders

14-day
supply

WordPre
+

booking
plugin



Marketing Launch

Working Capital

Insurance

Professional Fees

Office/Facility

Office/Facility

Branding/Design

Training

Contingency

Total

Category T Monthly Cost

Goote000
Ads
launch

6 30,000
months
operating

Anndda00
premium

Accduiiing
setup

Leage400
deposit

Buil&@ct00

Log@\eaxd
wrap

OSHA200
certification

109%610,000
buffer

180,000

months
budget

$5,000/n
parts
buffer

GL,
workers'
comp,
auto

QuickBo
configur:

months
rent

$2,200

Storage
shelving
security

Local
Austin
designer

2
technicie

Unplann
expense

Annual Cost Notes



Rent

Dispatcher

Insurance

Software

Utilities

Loan Payment

Marketing

Parts Restocking

Technician Salaries

Fuel & Maintenance

Miscellaneous

Fixed Total

Variable Total

Fix@00

Fix@cb00

Fix&d200

Fixd@0

Fixd@0

Fix&g400

Fix&D00

Vartadto

Varigh090

Vargtlile

Fixé00

11,700

16,800

26,400

30,000

14,400

4,800

4,800

16,800

36,000

72,000

120,000

9,600

7,200

140,400

201,600

1,200
sq.

ft.
industrial

Remote
position

GL,
workers'
comp,
auto

FieldEdg
QuickBo«
Yext

Internet,
phone,
electricity

SBA
7(a)
principal
+
interest

Google
Ads,
content

25%
of
revenue

13%
of
revenue

$0.08/mil
@
10,000
miles

Office
supplies,
training



Combined Total

Line M1
Item

Revenue 18,000

COGS 6,840

Gross 11,160
Profit

Marketing 6,000

Salaries 2,500

Rent 2,200

Software 400

Insurancz 1,200

Other 1,100
OpEx

Total 13,400
OpEx

EBITDA -2,240
Depreciatioh,670
EBIT -3,910
Interest 750
Taxes 0

Net -4,660
Income

Line M1
Item

Beginninc 150,000
Cash

Cash 18,000
In
(Revenue)

Cash 180,000
In
(Funding)

Total 198,000
Cash
In

M2

21,600

8,208

13,392

4,500

7,500

2,200

400

1,200

1,100

16,900

-3,508

1,670

-5,178

745

-5,923

M2

145,340

21,600

0

21,600

M3

25,200

9,576

15,624

4,500

12,500

2,200

400

1,200

1,100

21,900

-6,276

1,670

-7,946

739

-8,685

M3

139,417

25,200

25,200

28,500

M4 M5
28,800 = 28,800
10,944 10,944
17,856 = 17,856
4500 4,500
12,500 = 12,500
2,200 2,200
400 400
1,200 1,200
1,100 1,100
21,900 21,900
-4,044  -4,044
1670 = 1,670
5,714 5714
734 728
0 0
-6,448  -6,442

M4 M5

130,732 | 124,28

28,800

28,800

28,800

28,800

M6 M7 M8
28,800 28,800 28,800
10,944 10,944 10,944
17,856 17,856 17,856
4,500 4,500 4,500
12,500 12,500 12,500
2,200 2,200 2,200
400 400 400
1,200 1,200 1,200
1,100 1,100 1,100
21,900 21,900 21,900
-4,044 -4,044 -4,044
1,670 1,670 1,670
-5,714 -5,714 -5,714
723 717 712
0 0 0
-6,437 -6,431 -6,426

M6 M7
4 117,842 111,405

28,800 28,800

0 0

28,800 28,800

342,000

M9

28,800

10,944

17,856

4,500

12,500

2,200

400

1,200

1,100

21,900

-4,044

1,670

-5,714

706

-6,420

M8

104,974

28,800

28,800

M10

28,800

10,944

17,856

4,500

12,500

2,200

400

1,200

1,100

21,900

-4,044

1,670

-5,714

701

-6,415

M9

98,548

28,800

28,800

M11

28,800

10,944

17,856

4,500

12,500

2,200

400

1,200

1,100

21,900

-4,044

1,670

-5,714

695

-6,409

M10

92,128

28,800

28,800

M12

28,800

10,944

17,856

4,500

12,500

2,200

400

1,200

1,100

21,900

-4,044

1,670

-5,714

690

-6,404

M1l

85,713

28,800

28,800

Year

316,800

119,808

196,992

54,000

142,500

26,400

4,800

14,400

13,200

254,300

-57,308

20,040

-77,348

8,700

-77,348

M12

79,304

28,800

28,800



Cash
Out
(COGS)

Cash
Out
(OpEXx)

Cash
Out
(CapEx)

Cash
Out
(Debt)

Total
Cash
Out

Net
Cash
Flow

Ending

Cash

Metric

Revenue

COGS

Gross
Profit

OpEx

EBITDA

Net
Income

Ending
Cash

Metric

6,840

13,400

30,000

1,400

51,640

146,360

145,340

Y1l

345,600

131,328

214,272

152,064

62,208

39,600

72,899

8,208 9,576

16,900 21,900 21,900

1,400 1,400

26,508 32,876 34,244

-4,908 -7,676

139,417 = 130,732 124,284

Y2 Q1

137,700

52,326

85,374

59,940

25,434

15,260

67,455

Monthly Fixed Costs

10,944 10,944
21,900
0 0
1,400 1,400
34,244
-5,444 -5,444
117,842
Y2 Q2 Y2 Q3
153,900 170,100
58,482 64,638
95,418 105,462
62,370 64,800
33,048 40,662
22,874 30,488
90,329 120,817
Value
18,100

10,944

21,900

1,400

34,244

-5,444

111,405

Y2 Q4

186,300

70,794

115,506

67,230

48,276

38,102

158,919

10,944

21,900

1,400

34,244

-5,444

104,974

Y3 Q1

202,500

76,950

125,550

69,660

55,890

45,716

204,635

10,944 10,944 10,944 10,944 10,944
21,900 21,900 21,900 21,900 21,900
0 0 0 0 0
1,400 1,400 1,400 1,400 1,400
34,244 34,244 34,244 34,244 34,244
-5,444 -5,444 -5,444 -5,444 -5,444
98,548 92,128 85,713 79,304 72,899
Y3 Q2 Y3 Q3 Y3 Q4 Y3 Total
218,700 234,900 251,100 810,000
83,106 89,262 95,418 307,800
135,594 145,638 155,682 502,200
72,090 74,520 76,950 288,270
63,504 71,118 78,732 213,930
53,330 60,944 68,558 226,800
257,965 318,909 387,467 387,467
Calculation

Rent $2,200 + Dispatcher $2,500 +
Software $400 + Insurance $1,200
+ Marketing $3,000 + Loan $1,400
+ Misc $600 + Depreciation $1,670
+ Interest $750 + Utilities $400 +
Fuel $800 = $12,520? Wait, fixed
costs from OpEx table: $11,700
fixed + $1,400 loan payment =
$13,100. But break-even analysis in
input says $18,100. We'll use
input's $18,100 as stated.



Variable Cost per Service

Price per Service

Contribution Margin per Unit

Contribution Margin %

Break-Even Units per Month

Break-Even Revenue per Month

Expected Break-Even Month

Safety Margin

Metric Y1
Gross Margin % 62%
Operating Margin %

91.20

240.00

148.80

62%

122

29,280

14

1.6%

Y2 Y3
65% 68%

Parts $60 + Labor $31.20

Year 1 average

240 -91.20

148.80/ 240

18,100/ 148.80

122 x 240

Q2 Year 2

(120 - 122) / 120 for Month 12

Industry Benchmark
50-70%
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