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Executive Summary

Technology cannot fix a broken culture. It cannot create integrity where there is none. It cannot
make unreliable people show up on time, or transform mediocre service into excellence.

But here’s what technology can do in 2025: it can scale your values, amplify your strengths, and
make your commitment to excellence visible to customers who demand instant experiences and
transparent communication.

This white paper presents a strategic framework for roofing companies navigating the tension
between old-school fundamentals and modern customer expectations. You’ll learn how to evaluate
technology investments, classify tools by mission-criticality, and make build-vs-buy decisions that
balance innovation with conservative pragmatism.

Key Takeaways: - The kindergarten rules still apply: show up, be honest, do what you say
- Technology’s job is to scale those values, not replace them - A three-tier architecture helps you
prioritize where to invest and where to wait - Six dimensions let you evaluate any tool systematically
- Your company stage (startup, mid-market, enterprise) determines which tools matter most

Part 1: The Eternal Principles
Everything I Know About Business I Learned in Kindergarten

Roofing companies existed before the internet. Some of the best companies in our industry were
built by people who couldn’t send an email if their life depended on it. They succeeded because
they mastered fundamentals that technology can never replace:

Show up when you say you will.

Your fancy scheduling software is worthless if your crew arrives two hours late. SMS reminders and
automated confirmations don’t build trust. Following through builds trust. Technology just makes
your reliability more visible.

Be honest about what you can and cannot do.

A sleek proposal tool that promises a 3-day turnaround you can’t deliver is worse than a handwritten
estimate you can honor. The technology doesn’t lie. People do. Don’t use software to make promises
your operations can’t keep.

Take care of people.
The best CRM system in the world won’t retain customers if your service is mediocre. Great service
creates loyal customers. Technology just makes it easier to track, measure, and scale that greatness.

Do what’s right, not what’s easy.

Sometimes the right answer is picking up the phone instead of sending an automated text. Some-
times it’s eating the cost of a mistake rather than arguing with a customer via email. Technology
gives you options, but your values determine which option you choose.

Don’t conduct business in a manner that requires a memory.

This one’s actually easier with technology. Good systems track commitments, document conversa-
tions, and surface promises before they become problems. But the principle remains: your word
should be bankable, whether it’s written in Salesforce or scribbled on a napkin.



The Paradox of Modern Roofing

Here’s the tension: Your business fundamentals are timeless, but your customer interface
must be modern.

Your customers don’t care that you’ve been in business for 40 years if your website looks like it was
built in 1999. They don’t care that you’re the most honest roofer in town if they can’t schedule an
estimate without playing phone tag for three days. They don’t care that your quality is unmatched
if your proposal is a blurry PDF that crashes their phone.

This creates an unavoidable reality: In 2025, you cannot appear to do business the way
you did in the 1990s.

But appearing modern is not the same as abandoning fundamentals. This is critical. The goal isn’t
to become a tech company that happens to install roofs. The goal is to become a roofing company
that uses technology to scale your timeless values to meet modern expectations.

Part 2: The Modern Reality - Customer Expectations in 2025
What Customers Expect Today
Let’s be direct about what “modern” actually means to your customers:

One-click scheduling.

Your customers schedule Uber rides, restaurant reservations, and doctor appointments with two
taps on their phone. They expect the same from you. “Call our office between 8 and 5” is a barrier,
not a feature.

Instant communication.

Text them when your truck is 30 minutes away. Let them know if weather delays the job. Send a
photo of the completed work with a “how did we do?” follow-up. These aren’t luxuries. They’re
table stakes.

Transparent pricing.

Nobody wants to feel like they’re negotiating at a used car lot. Modern customers expect clear,
detailed estimates they can read on their phone, compare to alternatives, and make decisions
without pressure.

Digital everything.

Contracts they can sign on their phone. Invoices they can pay online. Photos of the work in
progress. Service history at their fingertips. If it requires printing, scanning, or faxing, you're
creating friction.

Google Reviews that don’t suck.

Your potential customers will read your last 20 reviews before they call you. If those reviews
mention “hard to get ahold of,” “never showed up,” or “wouldn’t return calls,” your $50,000 truck
wrap isn’t going to save you.

The Race You Can’t Win (And Shouldn’t Try)

Here’s the good news: staying on the cutting edge of technology is hard.



The world is changing fast. There are hundreds of tools available. New software launches every week
promising to “revolutionize” field service management. Sorting signal from noise is exhausting.

This is actually your competitive advantage if you play it right.

You’re not competing against software companies. You’re competing against other roofing compa-
nies, most of whom are also confused about technology. The winners aren’t the ones with
the newest tools. The winners are the ones who choose the right tools and use them
consistently.

Your goal isn’t to have the most sophisticated tech stack. Your goal is to have technology that: 1.
Makes your reliability visible 2. Makes your quality obvious 3. Makes doing business with you easy
4. Lets you scale your values without scaling your headaches

Part 3: The CTO’s Role - Signal vs. Noise
What a Great Technology Leader Does

A great Chief Technology Officer doesn’t chase shiny objects. They don’t implement tools because
they’re trendy. They don’t prioritize innovation for innovation’s sake.

A great CTO does three things:

1. Eliminates Noise
For every technology decision, they ask: “Does this solve a real business problem, or does it just
feel sophisticated?” They protect the organization from distraction.

2. Connects Technology to Business Outcomes
Every dollar spent on technology should connect to revenue growth, cost reduction, or competitive
advantage. If you can’t draw a straight line from the tool to business value, don’t buy it.

3. Balances Innovation with Stability
There’s a time to experiment and a time to consolidate. A great CTO knows the difference and
builds a portfolio that includes both stable core systems and controlled experimentation.

The Balance You Must Strike
Think of technology strategy as a spectrum:

On one extreme: Conservative manual simplicity. “We’ve always done it this way.” Clipboards,
spreadsheets, paper filing cabinets. No risk of system failures because there are no systems. But
also no leverage, no scalability, and an inability to meet modern customer expectations.

On the other extreme: Sophisticated accelerated innovation. Bleeding-edge tools, custom de-
velopment, Al-powered everything. Maximum leverage and competitive differentiation. But also
maximum complexity, integration headaches, and risk of shiny-object syndrome.

The right answer is in the middle, but the middle moves depending on your company
stage.

A 10-person startup should be on the simpler side. Speed and capital efficiency matter more than
sophistication. An off-the-shelf CRM that “good enough” is better than a custom-built platform
that’s “perfect” but costs $100K and takes 9 months.



A 100-person enterprise should be more sophisticated. At scale, small efficiency gains multiply.
Custom development might make sense when you’re processing 2,000 jobs per year. Competitive
differentiation requires doing something your competitors can’t easily copy.

The art is knowing where you are, where you’re going, and what’s appropriate for each stage.

Part 4: The Three-Tier Technology Architecture
How to Think About Your Technology Stack

Not all software is created equal. Some tools are foundational. Change them and you’re risking
operational chaos. Others are experimental. Try them, and if they don’t work, move on without
catastrophe.

I recommend organizing your technology into three tiers:

Tier 1: Mission-Critical Core (5-7 Systems) These are the infrastructure of your business.
You need: - Stability - Downtime costs you money and trust - Enterprise adoption - Everyone
uses these, no exceptions - Long-term commitment - Switching costs are high - Deep integra-
tion - These systems talk to each other

Examples: 1. Field Service Management / CRM - ServiceTitan, AccuLynx, Jobber, etc.
2. Accounting & Financial Operations - QuickBooks, Sage, NetSuite 3. Estimation &
Proposal Generation - Integrated or standalone 4. Payment Processing - Stripe, Square,
integrated merchant services 5. Communication Infrastructure - Twilio, RingCentral, VolIP
systems 6. Document & File Management - Google Workspace, Microsoft 365 7. Website &
Lead Generation - Your web presence, lead capture, scheduling

Decision criteria for Tier 1: - Would losing this system stop operations? - Do multiple depart-
ments depend on this? - Does this system contain mission-critical data? - Would switching require
significant retraining and disruption?

If yes to most of these, it’s Tier 1. Be conservative. Choose market leaders or proven platforms.
Don’t chase innovation in your core infrastructure.

Tier 2: Supporting Systems (10-15 Tools) These enhance your Tier 1 systems. They’re
important for efficiency and competitive edge, but they’re replaceable without existential risk.

Examples: - Roofing measurement tools - EagleView, Hover, Nearmap - Photo documen-
tation - CompanyCam, structured workflows - Project management - Asana, Monday, ClickUp
- Internal communication - Slack, Microsoft Teams - Customer service - Zendesk, Intercom,
integrated help desk - Review management - Podium, BirdEye, Reputation.com - Market-
ing automation - HubSpot, ActiveCampaign, Mailchimp - Knowledge management - Notion,
Confluence, internal wikis

Decision criteria for Tier 2: - Does this solve a specific pain point or inefficiency? - Would
switching cause disruption but not crisis? - Can we achieve 80% of the value with 20% of the
complexity?

This is where you can afford to be more experimental. Try tools, measure results, switch if needed.
But still demand quality: these tools should make work easier, not harder.



Tier 3: Experimental & Emerging (5-10 Tools) This is your innovation lab. Low commit-
ment, high learning. You're evaluating these for potential promotion to Tier 2 or identifying what
doesn’t work.

Examples: - Al-powered lead qualification - Drone measurement automation
- Dynamic pricing tools - Predictive maintenance scheduling - New communication channels (What-
sApp Business, etc.) - Workflow automation experiments - Custom integrations or homegrown tools

Decision criteria for Tier 3: - Could this become a competitive advantage? - What'’s the
downside if it fails? (Should be: minimal) - Can we test this with a small team before rolling out
company-wide? - Is the vendor innovative and responsive, even if unproven?

Tier 3 is where you learn. Don’t over-invest. Don’t commit the whole company. Run small
experiments, measure results, promote winners to Tier 2 or kill losers quickly.

How This Architecture Guides Decisions

Scenario 1: Your CRM (Tier 1) vendor wants you to try their beta AI feature.
Decision: Probably not. Your Tier 1 systems need stability. Let other companies beta test. You’ll
adopt when it’s proven.

Scenario 2: You find a new photo documentation app (Tier 2) that’s better than CompanyCam.
Decision: Run a pilot with one crew for 30 days. If it’s genuinely better, switch. The switching
cost is low and the upside is worth testing.

Scenario 3: There’s a new Al tool (Tier 3) that claims to predict which leads will close.
Decision: Interesting! Try it on a small segment of leads for 60 days. Track results. If it works, it
might earn a spot in Tier 2. If not, you’ve lost minimal time and money.

Part 5: The Six-Dimension Evaluation Framework
How to Assess Any Tool Systematically

When someone pitches you software, or when you’re researching solutions, evaluate every tool on
these six dimensions. Rate each on a 1-5 star scale.

Dimension 1: Cost Structure What it measures: Total cost of ownership (not just
license fees)

Include: - Monthly or annual licensing fees - Implementation costs - Training time and expense -
Maintenance and support fees - Hidden costs (per-user, per-transaction, overage fees) - Exit costs
if you need to leave

5 stars: Exceptional value, transparent pricing, scales affordably
3 stars: Fair pricing but watch for hidden costs
1 star: Expensive, punitive at scale, lots of surprise fees

Company stage considerations: - Startups: Cost is critical. You need cash-efficient solutions.
- Mid-market: Balance cost with capabilities. Cheap tools that don’t work are expensive. -
Enterprise: Total cost matters less than strategic value and risk mitigation.



Dimension 2: Adoption Ease What it measures: How quickly can your team start
using this productively?

Consider: - Onboarding complexity - Training requirements - Whether the software is intuitive or
requires manuals - Vendor support quality during setup

5 stars: Intuitive onboarding, minimal training, team productive in days
3 stars: Moderate learning curve, requires structured training
1 star: Steep learning curve, requires consultants, months to full adoption

Company stage considerations: - Startups: Must be fast. You can’t afford 6-month imple-
mentations. - Mid-market: Can invest in training if ROI justifies it. - Enterprise: Structured
training programs can handle complexity.

Dimension 3: Daily Usability What it measures: Once adopted, how easy is it to use
every day?

Consider: - Speed (does it slow users down or speed them up?) - Interface design (intuitive or
confusing?) - Mobile experience (critical for field teams) - Whether power users love it or tolerate
it

5 stars: Fast, intuitive, actually makes work easier
3 stars: Functional but has annoying quirks
1 star: Clunky, frustrating, people find workarounds

Reality check: If your field team hates the software, they won’t use it. Period. Usability isn’t a
“nice to have.” It’s a requirement.

Dimension 4: Momentum & Viability What it measures: Is this tool’s best work
ahead or behind? Will they exist in 5 years?

Consider: - Market position (leader, rising star, or declining?) - Financial health (funding, revenue
growth, profitability) - Product velocity (frequent updates or stagnant?) - Customer momentum
(growing or shrinking user base?) - Industry buzz (what are people saying?)

5 stars: Market leader or exciting rising star with strong momentum
3 stars: Stable but not growing, or unproven startup with potential
1 star: Declining, stagnant, at-risk of shutting down or being acquired

The risk/reward trade-off:

Getting in early with an innovator can be a competitive advantage. You’ll know the platform better
than competitors, influence product direction, and potentially get better pricing.

But there’s risk. Startups fail. Acquisitions change product direction. Betting on the wrong horse
means you've invested months in a dead-end.

How to decide: - Tier 1 systems: Choose proven, stable vendors. Don’t risk your core infras-
tructure. - Tier 2 systems: Willing to try rising stars if they solve a real problem. - Tier 3
systems: This is where you experiment with unproven innovators.

Dimension 5: Extensibility What it measures: Can you customize, integrate, or extend
functionality?



Consider: - API quality and documentation - Webhook support for automation - Integration mar-
ketplace (Zapier, Make, etc.) - Ability to write custom code around the platform - Whether vendor
is open to MCP servers or similar extensibility - Active developer community

5 stars: Rich API, well-documented, integration-friendly, active community
3 stars: Basic API, limited but functional integrations
1 star: Closed system, no API, “what you see is what you get”

Why this matters:
No software does everything perfectly. The question is: when it falls short, can you fill the gap?

If your CRM doesn’t have the exact reporting you need, can you pull data via API and build
custom dashboards? If your estimation tool doesn’t integrate with your accounting system, can
you build a bridge?

Extensibility is your escape hatch from vendor limitations.

Company stage considerations: - Startups: Nice to have, but you probably don’t have de-
velopers to exploit it. - Mid-market: Increasingly important as you outgrow out-of-the-box
functionality. - Enterprise: Critical. You need the platform to bend to your processes, not vice
versa.

Dimension 6: Portability & Lock-In What it measures: If things go wrong, can you
leave?

Consider: - Data export capabilities (full data, not just summaries) - Export formats (standard
formats like CSV, JSON, or proprietary?) - Schema access (can you see the full data structure?) -
Migration tools or services - Contract terms (can you cancel or are you locked in?)

5 stars: Full data export, standard formats, easy migration
3 stars: Data export exists but requires vendor help
1 star: Proprietary formats, data extraction nightmare, hostage situation

The harsh reality of vendor lock-in:

Some vendors know switching costs are high, so they make it nearly impossible to leave. They
don’t compete on quality. They compete on making exit painful.

Others embrace portability because they’re confident you’ll stay for the value, not because you’re
trapped.

How to protect yourself: - Test data export before you commit - Read contract terms carefully
(especially around cancellation) - Ask: “If I needed to switch in 12 months, what would that look
like?” - For critical systems, consider this a dealbreaker

Company stage considerations: - Startups: Less critical early. Your data isn’t that complex
yet. - Mid-market: Important. You have real data and real switching costs. - Enterprise:
Critical. Vendor lock-in can cost millions and years.




Part 6: Stage-Based Technology Strategy
What You Need Changes As You Grow

A 10-person company and a 100-person company have fundamentally different technology needs,
constraints, and risk profiles.

Phase 1: Startup (1-20 Employees) Your Reality: - Cash-constrained - Time-starved -
Need to move fast - Every dollar and hour counts - Can’t afford big mistakes - Need quick wins

Your Strategy: - Prioritize speed over sophistication - Buy, don’t build (almost always) -
Choose proven, user-friendly tools - Minimize integration complexity - Focus on tools
that directly impact revenue

Technology Priorities:

Must-Have (Tier 1): 1. Simple, integrated field service management/CRM (Jobber, Housecall
Pro, or ServiceTitan’s entry tier) 2. Cloud accounting (QuickBooks Online) 3. Basic payment
processing (Square, Stripe) 4. Communication (Google Workspace or Microsoft 365) 5. Website
with online scheduling (WordPress + scheduling plugin, or vendor-provided)

Nice-to-Have (Tier 2): - Photo documentation (CompanyCam or similar) - Review management
(Podium, BirdEye) - Measurement tools (pay-per-use, not subscriptions)

Skip for Now (Tier 3): - Custom development - Advanced analytics platforms - Multiple spe-
cialized tools that require integration - Enterprise features you don’t need yet

Budget Guidance: - Total software spend: $500-$1,500/month - Aim for all-in-one platforms
over best-of-breed point solutions - Accept “good enough” instead of “perfect”

Decision-Making: - Can we implement this in weeks, not months? - Does this directly help us
book jobs or collect payments? - Is the ROI obvious and immediate? - If it fails, can we switch
without major disruption?

Phase 2: Mid-Market (20-100 Employees) Your Reality: - More complex operations -
Multiple crews, possibly multiple locations - Can afford better tools, but still budget-conscious -
Starting to hit limitations of startup-phase tools - Need better reporting and process consistency -
Beginning to think about competitive differentiation

Your Strategy: - Balance build vs. buy more thoughtfully - Invest in scalable,
enterprise-grade platforms - Prioritize integration and data flow - Address technical
debt from Phase 1 - Build processes before automating processes

Technology Priorities:

Must-Have (Tier 1): 1. Enterprise-grade FSM/CRM (ServiceTitan, AccuLynx, Acumatica) 2.
Robust accounting/ERP (QuickBooks Enterprise, Sage, NetSuite) 3. Advanced payment processing
with reporting 4. Unified communications (VoIP, SMS, email marketing) 5. Professional website
with lead capture and online booking 6. Document management and file storage 7. Time tracking
and payroll integration

Important (Tier 2): - Advanced photo/video documentation - Project management tools (Asana,
Monday, ClickUp) - Internal communication (Slack, Teams) - Customer service platform - Review



and reputation management - Marketing automation (HubSpot, ActiveCampaign) - Advanced mea-
surement tools (subscriptions justified) - Business intelligence /reporting tools

Explore Selectively (Tier 3): - Custom integrations between core systems - Workflow automa-
tion (Zapier, Make, custom scripts) - Al-powered tools for specific use cases - Custom reporting
dashboards

Budget Guidance: - Total software spend: $3,000-$10,000/month - Willing to pay more for
enterprise features and support - ROI timeline: 6-18 months acceptable - Consider implementation
costs (might equal 1-2x annual license fees)

Decision-Making: - Will this scale with us to 2004+ employees? - How hard is it to integrate
with our core systems? - What’s the true total cost including implementation and training? - Do
we have the team capacity to implement this well? - What’s the competitive advantage if we do
this right?

Phase 3: Enterprise (100+ Employees) Your Reality: - Complex, multi-location opera-
tions - Potentially multi-brand or multi-vertical - Can afford significant technology investments -
Need differentiation, not just efficiency - Data and analytics become strategic weapons - Compliance
and security are critical - Technology choices impact competitive positioning

Your Strategy: - Build vs. buy becomes nuanced - Invest in strategic differentiation -
Treat technology as competitive moat - Data strategy is business strategy - Consider
custom development for core differentiators

Technology Priorities:

Must-Have (Tier 1): 1. Enterprise FSM/ERP (ServiceTitan Enterprise, Acumatica, NetSuite) 2.
Enterprise resource planning and financial systems 3. Advanced CRM and marketing automation
4. Unified communications and collaboration suites 5. Enterprise-grade security and compliance
tools 6. Business intelligence and data warehousing 7. API gateway and integration platform

Important (Tier 2): - Custom integrations and middleware - Advanced analytics and predic-
tive modeling - Multi-location project management - Knowledge management systems - Customer
success platforms - Supply chain and inventory optimization - HR and workforce management
systems

Strategic Differentiators (Tier 3): - AI/ML for demand forecasting and dynamic pricing -
Custom customer portals or mobile apps - Proprietary tools that competitors can’t easily copy -
Advanced automation and workflow orchestration - Real-time operational dashboards - Predictive
maintenance and IoT integrations

Budget Guidance: - Total software spend: $15,000-$50,000+/month - Custom development
projects: $50,000-$500,000+ - Think multi-year strategic investments - ROI: 18-36 months accept-
able for strategic initiatives

Decision-Making: - Does this create sustainable competitive advantage? - Build vs. buy: Can
we build something competitors can’t replicate? - What’s the strategic value beyond operational
efficiency? - How does this position us for the next 5-10 years? - What’s the organizational impact
and change management required?




Part 7: Decision Principles - When to Innovate, Consolidate, or Wait
The Technology Decision Tree

Not every decision requires the same level of analysis. Here’s how to know when to move fast, when
to deliberate, and when to say no.

When to Innovate (Green Light) Move fast when: - The tool solves a specific, measurable
pain point - You can test with a small team before company-wide rollout - Failure cost is low (under
$5,000 and reversible in 30 days) - The vendor is responsive and you have a champion - Success
would create competitive advantage

Example: A new photo documentation app promises better image organization than Company-
Cam. Test it with one crew for 30 days. If it works, roll out. If not, you’ve lost minimal time and
money.

When to Consolidate (Proceed with Caution) Deliberate carefully when: - The tool
is Tier 1 (mission-critical core) - Multiple departments are affected - Implementation will take 3+
months - Failure would disrupt operations - You’re replacing an existing system - Cost is significant
(5-figure investment or more)

Example: Switching from Jobber to ServiceTitan. This is a major change affecting sales, opera-
tions, and accounting. Requires executive approval, structured implementation plan, and change
management. Plan for 3-6 months of transition.

When to Wait (Red Light) Say no when: - The problem isn’t clearly defined - You're chasing
“cool” instead of “valuable” - The vendor can’t articulate clear ROI - You don’t have capacity to
implement well - Your team is already overwhelmed with changes - The tool is unproven and you're
betting Tier 1 infrastructure on it - It’s a “solution looking for a problem”

Example: An Al salesperson wants to “revolutionize” your estimating process with machine learn-
ing. But your current process works fine, your team is happy, and you have no idea what problem
this solves. Pass.

The 70% Rule

Don’t wait for perfect information. In business, you rarely have 100% certainty.

Type 2 Decisions (Reversible): Move forward at 70% confidence
Type 1 Decisions (Irreversible): Require 90%+ confidence

Most software decisions are Type 2. You can switch tools, cancel subscriptions, reverse course.
Don’t overthink it. Test, measure, adjust.

The “Hell Yes or No” Rule

If you’re not enthusiastic about a tool after seeing a demo and talking to references, don’t buy it.
Mediocre tools create mediocre results. If you're settling, you’re building technical debt.

Either find a tool you're excited about, or stick with what you have until you find something clearly
better.



Part 8: Common Mistakes (And How to Avoid Them)
Mistake #1: Chasing Shiny Objects
The error: Implementing tools because they’re trendy, not because they solve real problems.

Example: “Everyone’s talking about Al, so we bought an Al chatbot for our website even though
nobody visits our website and we don’t have a lead problem.”

The fix: Start with the business problem, not the technology. Ask: “What specific outcome are
we trying to achieve?” If you can’t articulate clear success metrics, don’t proceed.

Mistake #2: Death by Integration

The error: Buying best-of-breed point solutions for every function, then drowning in integration
complexity.

Example: Separate tools for CRM, estimating, scheduling, dispatch, invoicing, payments, and
reporting. Nothing talks to each other. Data lives in silos. Team spends hours manually transferring
information between systems.

The fix: Favor integrated platforms over point solutions, especially in Phase 1 and Phase 2. Accept
“good enough” in one integrated system over “perfect” across six disconnected tools.

Mistake #3: Building When You Should Buy
The error: Custom-developing software because “we’re unique” when off-the-shelf solutions exist.

Example: “ServiceTitan doesn’t do exactly what we need, so we’re building our own CRM.” Six
months and $150,000 later, you have a buggy system that’s worse than ServiceTitan and requires
ongoing maintenance.

The fix: Accept that your business processes should adapt to industry-standard software, not the
other way around. Save custom development for true differentiators, not table stakes.

Mistake #4: Buying When You Should Build

The error: Paying expensive licensing fees for commodity functionality when simple custom
development would be cheaper.

Example: Paying $500/month for a reporting tool when a junior developer could build custom
dashboards in a weekend using your existing data.

The fix: At enterprise scale, some things are worth building in-house. If you're paying 5-figures
monthly for something that’s not strategic, and you have technical talent, consider building.
Mistake #5: Ignoring Change Management

The error: Buying great software but failing to drive adoption.

Example: Implementing ServiceTitan but your sales team still uses spreadsheets because “that’s
how we’ve always done it.”



The fix: Budget time and energy for training, process documentation, and accountability. The
software is 20% of the challenge. Adoption is 80%.

Mistake #6: Vendor Lock-In Blindness
The error: Not thinking about exit strategy until it’s too late.

Example: Three years into a platform, you discover your data is trapped in proprietary formats
and extracting it requires hiring consultants at $200/hour.

The fix: Test data export capabilities before you sign. Ask about migration paths. Understand
contract terms. Choose vendors who embrace portability.

Mistake #7: Penny-Wise, Pound-Foolish

The error: Choosing the cheapest option to save $200/month, then losing thousands in inefficiency.

Example: Using a $50/month basic CRM that can’t handle your workflow, so your team spends
20 hours per week on workarounds. That’s $500/week in lost productivity for a $200/month tool.

The fix: Optimize for total cost, not license fees. Sometimes paying more for better software is
the most profitable decision.

Mistake #8: Betting the Company on Unproven Vendors

The error: Choosing an exciting startup for Tier 1 infrastructure, then they shut down or pivot.

Example: Building your entire operation on a hot new FSM platform that gets acquired and
discontinued 18 months later.

The fix: Choose proven, stable vendors for mission-critical systems. Experiment with unproven
vendors only in Tier 3 (experimental) use cases.

Part 9: The Path Forward - Your Next 90 Days
Where to Start

Technology strategy can feel overwhelming. Here’s a practical roadmap:

Days 1-30: Assessment Week 1-2: Audit Current State - List every software tool you
currently use - Identify cost per tool (monthly/annual) - Classify each tool: Tier 1, Tier 2, or Tier
3 - Note adoption level: Is everyone using it, or just a few people? - Rate each tool on the 6
dimensions (1-5 stars)

Week 3-4: Identify Pain Points - Where do processes break down today? - What takes longer
than it should? - Where do you lose data or make mistakes? - What frustrates your team most? -
What makes customers unhappy with your service experience?

Deliverable: A one-page summary of your current technology landscape and top 3-5 pain points.



Days 31-60: Strategy Week 5-6: Define Your Technology Philosophy - What company
stage are you? (Startup, Mid-Market, Enterprise) - Where do you sit on the innovation vs. stability
spectrum? - What’s your budget for technology? (Monthly and for one-time projects) - What’s
your risk tolerance? (Move fast or move carefully?) - Who owns technology decisions? (CEOQO?
Operations? Committee?)

Week 7-8: Prioritize Improvements - Of your pain points, which have the highest ROI? -
Which are quick wins (implement in 30-90 days)? - Which are strategic bets (6-124+ months)? -
What’s the right sequence? (Fix foundation before building add-ons)

Deliverable: A prioritized list of 3-5 technology initiatives for the next 12 months.

Days 61-90: Execution Week 9-10: Research Solutions - For your #1 priority, identify
3-5 potential solutions - Request demos, talk to references, evaluate on your 6 dimensions - Get
proposals and understand total cost - Identify implementation requirements (time, training, inte-
gration)

Week 11-12: Make Decision & Launch - Choose your solution - Negotiate contract (watch for
lock-in) - Create implementation plan with clear milestones - Assign ownership and accountability
- Set success metrics (how will you know it worked?)

Deliverable: First improvement implemented, lessons learned documented, momentum estab-
lished.

Part 10: Conclusion - Technology as Competitive Advantage
The Strategic Opportunity
Most roofing companies are bad at technology. This is your opportunity.

You don’t need to be perfect. You just need to be better than your competition. And “better”
doesn’t mean more sophisticated. It means using technology to amplify your strengths and make
your excellence visible.

If your competitive advantage is reliability: Use technology to make your reliability visible.
Automated appointment confirmations. “On our way” texts. Photo updates during the job. Post-
completion follow-ups. Your customers should feel your reliability at every touchpoint.

If your competitive advantage is quality: Use technology to showcase your quality. Be-
fore/after photos. Detailed inspection reports. Warranty tracking. Service history. Make your
quality undeniable.

If your competitive advantage is customer service: Use technology to make service effortless.
Fasy scheduling. Fast responses. Transparent communication. Self-service portals. Remove every
point of friction.

If your competitive advantage is price: Use technology to reduce costs and pass savings to
customers. Efficient routing. Automated invoicing. Streamlined operations. Lower overhead means
better pricing.



The Timeless Truth
At the end of the day, technology doesn’t win. People do.

The best CRM in the world won’t save a company with a bad culture. The fanciest website won’t
help if your service is mediocre. The most sophisticated analytics won’t matter if you ignore what
the data tells you.

Technology is a force multiplier. It multiplies what you already are.
If you’re great, it makes you greater. If you’re mediocre, it makes your mediocrity more efficient.
So start with culture. Start with values. Start with a genuine commitment to excellence.

Then use technology to scale it.

Appendix A: The Polaris Technology Assessment

Want help evaluating your current technology landscape and building a strategic roadmap? Polaris
Pixels offers a comprehensive Technology Assessment for home services companies.

What you get: - Complete audit of current technology stack - Gap analysis against industry best
practices - Tool evaluation on the 6-dimension framework - 12-month technology roadmap with
priorities and budget - Build vs. buy recommendations for key initiatives - Vendor evaluation and
selection guidance (if applicable)

Who it’s for: - Roofing companies doing $2M-$50M in annual revenue - Companies feeling “stuck”
with current systems - Leadership teams planning for growth and scaling operations - Companies
considering major technology investments

Typical outcomes: - Identify $100K-$500K in annual cost savings or revenue opportunities -
Eliminate 10-20 hours per week of manual work - Reduce software costs by 20-40% through consol-
idation - Create clear technology roadmap aligned with business strategy - Avoid costly mistakes
on major technology decisions

If you’re interested in learning more, visit polarispixels.com or reach out to discuss your situation.

Appendix B: About the Author

Ryan Grissinger is the founder of Polaris Pixels, a technology strategy firm specializing in home
services companies. He wears multiple hats as CEO, CTO, and fractional executive, helping roofing,
plumbing, HVAC, and other home services companies navigate technology decisions, implement
systems, and build competitive advantage through thoughtful technology strategy.

Ryan’s philosophy: Eat your own dog food. Everything Polaris Pixels recommends to clients, we
use ourselves. We're practitioners first, consultants second.

Connect: - Website: polarispixels.com - Email: ryan@polarispixels.com




Appendix Z: A Note on AI-Augmented Writing
I use Al tools to help me write. I want to be completely transparent about that.

Spell check doesn’t mean I can’t spell. It means I choose not to waste time on typos when a tool can
catch them instantly. Grammarly doesn’t mean these aren’t my thoughts. It means I value clear
communication and use available tools to achieve it. Grammar rules exist to make communication
easier, and software that enforces those rules is just another efficiency gain.

AT tools like ChatGPT and Claude are the next evolution of that principle.

If you’re reading this white paper or any of my recent work, here’s my process: I think through the
problems, form opinions based on experience, and organize my arguments. Then I use Al through-
out the writing pipeline: brainstorming, outlining, drafting, editing, proofreading, formatting, and
publishing.

Some call this “vibe writing” or “prompt engineering.” I call it AI-augmented writing.

The AT doesn’t write for me. It writes with me. It’s a collaborative process where I'm the architect
and the Al is my assistant. I provide the expertise, opinions, and strategic thinking. The AT helps
me articulate those ideas clearly, catches inconsistencies, suggests better phrasings, and speeds up
the mechanical work.

Every idea in this document is mine. Every opinion reflects my experience. Every recommendation
comes from years of working with roofing companies and technology strategy. The Al didn’t
generate those insights. I did. But the Al helped me communicate them more effectively.

This approach aligns with everything I teach about technology: use the right tool for the job.
Writing is communication, and communication is too important to ignore tools that make it better.

I'm transparent about this because I believe it matters. You deserve to know how this document was
created. And frankly, I'm proud of the result. Al-augmented writing doesn’t diminish authorship.
It amplifies it.

—Ryan Grissinger

Version History

Version 1.1 (November 6, 2025) - Added Appendix Z: A Note on Al-Augmented Writing -
Eliminated all em dashes throughout document per editorial standards

Version 1.0 (November 6, 2025) - Initial publication - Established three-tier architecture
framework - Defined six-dimension evaluation model - Provided stage-based guidance (startup,
mid-market, enterprise) - Documented decision principles and common mistakes

End of Document
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