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Main street runs on service businesses

Food services and 

hospitality

Restaurant chains

Hotels

Home services

HVAC and plumbing

Electrical

Home restoration

Home security

Fitness/recreation

Gyms and fitness studios

Private clubs

Education

Trade schools

Tutoring centers

Healthcare

Private specialty clinics 

Physical therapy and rehab

Mental health and counselling 

Automotive

Auto repair shops

Tire and parts outlets

Financial services

Accounting and tax advisors

Insurance brokerages

Financial advisors
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Local service businesses continue 

to thrive in a digital world

To fix your HVAC system, treat your pet, or get your oil changed 

you need to have an interaction with a human  In-person 

service

Rapid 

response

Businesses located locally, and with knowledge of your area, are 

capable of quick turnaround times, especially in emergencies

Personal 

touch

Building a relationship with customers in your community drives 

commercial success
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To be sustainable, the business needs 

assets beyond the leader

Recurring or predictable revenue streams:
• Revenue driven by broad macro-trends (e.g., population, housing stock)

• Seasonal demand

• Long-term customer contracts or subscriptions

B2C or B2B brand with strong market presence and customer loyalty

Sustainable 

customer base

Technical 

infrastructure

Real-estate, trucks, and other specialized equipment required to operate

Technical labour pool that would take time and investment to replicable

Licensing and other certifications

Engrained 

relationships

Local referral or cross-sell relationships 

Connections to market intermediaries (e.g., regulatory bodies, insurance)

Supplier relationships including preferential terms
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To create value, a new owner needs 

to prove out opportunities

Economies of scale Economies of scope Multiple arbitrage

Improved performance 

and lower cost per 

branch of centralized 

functions 

Purchasing power and 

financing leverage 

through unified 

procurement

Lower customer 

acquisition cost resulting 

from marketing 

consolidation

Geographic 

diversification

Cross-sell and service 

diversification

Shared technology and 

reporting systems

Customer and branch 

insights and 

benchmarking

Best-in-class talent

Improve exit multiples 

tied to scale
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Sector evaluation and 

anchor acquisition

Operating model 

design

Continued 

acquisition
Execution

In what order will we make 
changes? What is the trade-

off between the risk and 

impact of changes?

How will we evaluate 

success and iterate?

How do we balance field and 

platform decision making?

How will we govern change 

management and value 

creation? Who will be 
accountable for success?

What is the differentiating 
value proposition?

What are the end-to-end 

processes and org. 

structures (central and 

branch) to support the 
platform?

What type of systems will we 

need to execute today and at 

scale?

What will be the EBITDA for 
an ‘average’ location? What 

EBITDA range should we 

expect across sites?

Is the sector large, growing, 
profitable, and fragmented? 

Are we confident in synergy 

potential? Are there barriers 

to consolidation?

Can we buy in a way that  
matches our fund investment 

criteria? 

Are we first? Why has no one 

entered? Are we much later? 

Is there enough room?

Who should we buy first?

What is the ideal M&A target 
given platform goals and the 

operating model we want to 

achieve?

How will we screen for 

candidates? What type of 
gaps are manageable? How 

will we build confidence that 

we can standardize? 

How will we set realistic 

expectations with the seller 
and their team?

What is our diligence 

process? How will we ensure 

alignment?

Investor considerations across the lifecycle
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Defined market and 

understanding of core growth 
and profitability trends

Early view of value creation 

levers and their impact on profit

Adequate resources dedicated to 

initial target outreach, screening 
and deal processes

Anchor acquisitions of stable 

branches with scale, operated by 
management teams who are 

bought in to the platform vision 

Unrealistic investment scopes 

(sector, target size, geography), 
either too broad or too focused

Acquisition criteria not clearly 

articulated and agreed by 
stakeholders

Unattainable scale and profitability 
expectations, or unclear levers to 
achieve profit expansion

Market definition, sizing, and 

segmentation across relevant 
product and service areas

Assessment of competitors and 

early read on possible points of 
differentiation 

Establishment of structured 
target outreach and diligence 
process

Success Challenges Approach

Sector evaluation and 

anchor acquisition

Operating model 

design

Continued 

acquisition
Execution
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Sector evaluation and 

anchor acquisition

Operating model 

design

Continued 

acquisition
Execution

Illustrative project content
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Clear platform value proposition 

backed by a defined operating 
model at scale

Defined process and metrics to 

measure performance, with 
clear accountability

Technology and automation 
prioritized for core value drivers

Actionable path to integrate 

branches and scale corporate

Aligned management team

Acquisitions left operating 

“business as usual” for too long 

Unstructured corporate support 
without clear objectives to 

support branches

Lack of standardization and 

process sophistication driving a 
large variance in branch 
performance

Operating expectations not 
informing M&A strategy

Articulation of service, product, 

and sales channel expectations 

Target lead to cash flow 
process identification and gap 

assessment

Branch org. design, KPI, and 

P&L modelling across different 
branch scales

Corporate org. design and 

expected scale throughout hold 
period

Technology assessment, 
business requirement 
gathering, and prioritization of 

technology adoption

Sector evaluation and 

anchor acquisition

Operating model 

design

Continued 

acquisition
Execution

Success ChallengesApproach
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Sector evaluation and 

anchor acquisition

Operating model 

design

Continued 

acquisition
Execution

Illustrative project content
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Prioritized acquisition criteria 

with specific exceptions

People-centric diligence 
process that aligns the target 

with the platform

Clear post-merger integration 

approach that tackles core 
levers without overwhelming in 
the short-term

Clear communication of 
expectations upfront

Acquisitions made outside 

established criteria

Chaotic or overwhelming 
diligence and post-merger 

integration process

Attrition of key staff, especially 

those critical to revenue 
generation

Target management not aligned 

with the platform vision 

Ceding too much to founder 

sensitivities in order to close

Prioritization of acquisition 

targets by weighted scorecard, 
and BD effort reflective of high-
value targets

Detailed diligence process and 
checklist, with a focus on 

management team engagement

Establishment of staff retention 
incentives

Defined communication plan, 
including transparency around 

value creation and post-merger 
approach

Success Challenges

Sector evaluation and 

anchor acquisition

Operating model 

design

Continued 

acquisition
Execution

Approach
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Illustrative project content

Sector evaluation and 

anchor acquisition

Operating model 

design

Continued 

acquisition
Execution
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Prioritized branch-level value 

creation planned around clear 
time horizons

Uniform metrics (definitions and 

targets)

Clear corporate and branch 

accountability for specific 
change initiatives

Realistic growth and profitability 

goals tailored to branch 
performance at entry

Firm but collaborative approach 
to value creation execution 
driving a sense of branch and 

corporate ownership

Unclear expectations expected 

from change initiatives, or 
ineffective measurement

Redundant or inconsistent 

value creation activities at 
branches or corporate

Unrealistic pace and scope of 
change imposed on branches

Lack of buy-in or championing 

of change initiative from 
branch-level staff

Dedicated integration and value 

creation staffing, with a clear 
delineation between PMI and 
ongoing operating activities

Value creation prioritization 
considering profit, 

implementation time, and 
complexity/risk

Integration and value creation 

plans for each branch, 
prioritizing areas of risk

Ongoing integration and value 
creation SteerCo and 
monitoring process

Commitment to iterate on the 
model, M&A, and execution 

as the team learns

Sector evaluation and 

anchor acquisition

Operating model 

design

Continued 

acquisition
Execution

Success ChallengesApproach
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Illustrative project content

Sector evaluation and 

anchor acquisition

Operating model 

design

Continued 

acquisition
Execution



Select multi-site experience



Residential services
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Operating model design: Residential services provider

We mapped the ideal lead-to-cash process 

across business units

We determined target metrics to guide 

operating model decisions

We designed the branch and corporate structure 

required to meet organizational goals

We planned the expansion of the corporate 

organization to align with platform growth

Context: A US private equity firm was developing a residential services platform and wanted to determine 

a “prototype” operating model for the branch and corporate teams, for both the current state and at scale

1 2

3 4

Result: We provided the team with an operating model to implement and test with acquisitions. SATOV 

drove the early-stage implementation of multiple initiatives at both the branch and corporate levels

Sales
Business 

Unit #1

Business 

Unit #2

E
m

p
lo

y
e

e
 

jo
u

rn
e

y

Process A

Process B

Process C

Process D

Process E

Process F

Process G

Process H

Business unit Op. Model M&A 1 M&A 2

Labor 

utilization
XX% XX% XX%

Rev. per 

employee
XX% XX% XX%

SGA% of 

revenue
XX% XX% XX%

Branch structure Corp. structure
Y1 HC Y2 HC Y3 HC Y4+ HC

C-Suite X X X X

HR X X X X

Operations X X X X

Finance X X X X

Revenue Generation X X X X

Legal X X X X

M&A X X X X

Total X X X X
Manager Support Field

Tech 

used
• Tech A
• Tech B

• Tech A
• Tech C

• Tech B
• Tech C
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Cost optimization: Residential services provider

We interviewed and analyzed each department to 

understand structure, performance, and growth

We compared the operations and profitability 

across centers to identify leader and laggards

We visited centers and corporate locations to 

determine opportunities and best practices

We created initiatives and sized the 

associated cost savings

Context: A multi-center provider of residential services was looking to improve profitability by cutting costs 

while minimizing disruptions to revenue generating portions of the business

1 2

3 4

Result: We provided project charters, time-frames, expected savings values, and owners to implement 

cost-savings initiatives, totalling $10M within the first 4 months of implementation

Department SG&A expense by quarter Net change in SG&A Percent of center staff that are revenue generating

Center back-office administration processes

Best practices:

• Back-office staff have 

secondary and tertiary roles, 

reducing staff downtime

• Center admin staff submit 

claims for all potential 

warranty parts to reduce cost 

of faulty parts

Opportunities:

• Accounts payable and 

invoicing process involves 

time-consuming manual inputs 

that can be automated

• An IVR system and online 

appointment scheduling will 

reduce call staff requirements

Initiative Timeline Confidence
Savings 

value

Initiative 1 2-3 months High $0.9M

Initiative 2 4-6 months High $1.2M

Initiative 3 1-2 months Medium $0.5M

…
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Customer segmentation: Residential services provider

We modified existing customer segments 

based on new research

We developed four A/B tests to prove 

segmentation value

We determined the remaining value in the 

existing product portfolio

We designed A/B testing methodology for 

implementation

Context: A residential services company wanted to improve customer profitability by focusing the 

company on a more customer centric and segmented approach

1 2

3 4

Result: The company implemented the testing plans to validate the refined customer segments and 

improve marketing effectiveness

Split segment X 
into two separate 

segments

Revised 
Segment Y into 

Segment Z

• Segment Y customers were segmented and mapped 

primarily due XYZ

• Customers who explicitly stated ABC are distributed 

across segments

• Two large distinct groups 

• Characteristic #1

• Characteristic #2

Merged 
Segment A and 

Segment B

• Small number of customers defined by the algorithm

• Segment B customers have low scores for other 

segments’ defining attributes

Test #1

Test #2

Test #3

Test #4

High probability 

of successful test 

outcomes

Segment #1 Segment #2 Segment #3 Segment #4 Segment #5

No Product #1

Product #1 SKU #1

Product #1 SKU #2

Product #1 SKU #3

Product #1 SKU#4

Maximum annual revenue 

opportunity for no product 

#1 customers ($M)
$XXM $XXM $XXM $XXM $XXM

Product #1 ownership by segment
NUMBER OF CUSTOMERS BY SEGMENT WHO OWN PRODUCT #1

Test multiple 

offers with 

target 

segment in 

AB test

One 

statistically 

significant 

and one 

directional, 
high value 

results

Test multiple 

offers with 

target 

segment in 

next 
campaign

Most offers 

deliver 

statistically 

significant, 

high value 
results

Decision after second test outcome

XYZ

Directional 
results

Decision

OutcomeLegend

Other branch
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Customer experience strategy: Residential services provider

We researched best practices and competitor 

offerings to understand our position

We detailed omni-channel improvement 

opportunities

We sized up the incremental savings and profit 

potential of implementing solutions

We created an improved call routing structure 

to prioritize revenue generating calls

Context: A multi-center provider of residential services was looking to size the benefit of improving their top 

of funnel experience through improved call routing, online scheduling, and interactive voice self-service

1 2

3 4

Value generated through CX changes

Competitor call taking systems

Result: We designed a feasible improvement plan anticipated to provide a more positive customer 

experience, improve operational efficiencies, and generate significant revenue and cost savings

Call routing map
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Marketing cost optimization: Residential services provider

We identified centers with marketing growth 

that significantly outpaced revenue growth

We categorized centers with poor operations 

and high spend to identify additional cuts

We adjusted center marketing mix to ensure 

centers minimized their cost per lead

We negotiated future contracts with our 

marketing vendors to lower vendor costs

Context: A multi-center provider of residential services was looking to improve profitability by cutting 

marketing costs, while also increasing efficiency in their marketing efforts

1 2

3 4

Channel mix adjustments Vendor fee proposals and expected cost calculations

Projected center marketing growth vs. revenue growth

Result: Through budget reallocation, channel mix adjustments, and vendor negotiations, we reduced the 

next year’s marketing budget by over 10%

Center operational rating vs. marketing spend

Operational rating

Contract Base cost
Additional cost 

per lead

Expected 

leads
Total cost

1 $X.XX $X.XX $X.XX $X.XX

2 $Y.YY $Y.YY $Y.YY $Y.YY

3 $Z.ZZ $Z.ZZ $Z.ZZ $Z.ZZ
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Sales and customer experience enhancement: 
Residential services provider

We observed the sales and CX processes, and 

generated areas of improvement

We determined the EBITDA impact of improving 

cross-sell rates between service lines

We created a new sales role and process to 

manage customer experience for all service lines

We built collateral and trained staff 

members for the initial roll-out

Context: A US PE firm was developing a residential services platform and wanted to determine an ideal 

sales and customer experience model for current and future acquisition branches

1 2

3 4

Result: We created a revised sales and customer experience model. SATOV assisted in training the sales 

and center staff for a pilot of the new model; initial results suggested improved cross-sell rates

Sales and Customer Experience processes

Findings:

• Sales team effectively closes 

the initial sale but struggles 

to cross-sell other services 

• Separate sales teams 

contact customers across 

the service lines

Ideas:

• Create a role solely 

responsible maintaining 

contact throughout the 

customer’s journey

• Begin the cross-sell process 

during the initial sales call

Sales
Business 

Unit #1

Business 

Unit #2

S
a

le
s
 

E
m

p
lo

y
e

e
 

jo
u

rn
e

y

Process A

Process B

Process C

Process D

Process E

Process F

Process G

Process H

KPI 

tracked
• KPI 1
• KPI 2

• KPI 3
• KPI 4

• KPI 4
• KPI 5

BU #2 attachment rate

XX% XX% XX%

BU #1 

attachment 

rate

XX%
+X.X%

($XXX)

+X.X%

($XXX)

+X.X%

($XXX)

XX%
+X.X%

($XXX)

+X.X%

($XXX)

+X.X%

($XXX)

XX%
+X.X%

($XXX)

+X.X%

($XXX)

+X.X%

($XXX)

XX%
+X.X%

($XXX)

+X.X%

($XXX)

+X.X%

($XXX)

Collateral type Status

Process and training collateral

Sales process Complete

BU # 1 process Complete

Insurance process Complete

HR collateral

Job offer and compensation plan Complete

Job description Complete

Execution collateral

Project suite Complete
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We developed new demarcation policies 

that aligned with customer expectations

We identified that the client was 

overinvesting in non-chargeable services

We built performance measurement 

systems that aligned with demarcation 
policies

Context: A US telecom provider engaged SATOV to help define service demarcation policies that would 

align with customer expectations 

1

3 4

Result: The company improved annual profits by over $33M by implementing our recommended service 

demarcation policies

We developed an analytical framework to 

inform profit opportunities 

Pricing review: Telecom service demarcation

2

Metric Target Score Weight
Weighted 

Actual

C
u
s
t-

o
m

e
r NPS 92% 89% 15% 26.7%

First call resolution 85% 88% 20% 17.6%

P
ro

d
u

c
t-

iv
it
y

% Talk Time 83% 83% 25% 16.6%

Availability 98% 98% 15% 9.8%

R
e
q
u
ir
e

d Attendance 96% 96% Mandatory Met

Blended demarcation 

compliance
96% 96% Mandatory Met

Profit opportunity

Profit risk



Healthcare and pharmacy
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Post merger integration: Healthcare consolidator

We created frameworks to make each 

integration decision

We evaluated profitability of different scenarios 

given our demand and staffing forecast

We created a new regional organization and 

redefined roles

We developed and managed the implementation 

plans

Context: The client recently acquired two competing assets one region and needed help determining and 

planning how to best integrate the assets (locations, brand, staff, equipment, organizational structure, etc.)

1 2

3 4

Result: Client pursued our recommendation to merge the two operations and we helped plan and execute 

the resulting site closure and operational changes

Is physical capacity a bottleneck?

Is the company more profitable 

with multiple locations?

Is there significant value having 

multiple brands?

Is the company capturing 

different patients due to location?

Close site A

Keep site A

No

Yes

Year 1 Year 2

Base Best Base Best

Scenario A B Dif. A B Dif. A B Dif. A B Dif.

Demand 
high

$X $Y $Z $X $Y $Z $X $Y $Z $X $Y $Z

Demand 
low

$X $Y $Z $X $Y $Z $X $Y $Z $X $Y $Z

Current tasks and major milestones Status Target Date

Task A Complete D/M

Task B On track D/M

Decision Status Target Date

Decision C On track D/M

Risks Mitigation

Risk D xx

Patient transfer plan status

New regional role

Existing role
Regional operations lead

Site B ManagerSite A Manager
Director of 

Revenue

Team A Team B
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Commercial diligence: Healthcare services provider

We evaluated the physical quality and 

location of clinics

We assessed brand awareness and perceptions

We determined referrer decision criteria We assessed practitioner willingness 

to join the network

Context: A private equity fund was evaluating the purchase of a network of clinics and wanted to assess 

the quality of the locations, brand perceptions of the network and referrer and practitioner perceptions

1 2

3 4

Result: We presented a favourable view of the target with optimistic growth prospects; the fund acquired 

the target

Competitor A Target Competitor B

16%

9%
7%

Brand awareness of different clinics

33%

19%

41% Very positive

Somewhat 

positive

Neutral

Impression of target brand if aware

Relationship Location Specialization Patient request

Clinic referral decision criteria

Awareness

Would not disclose

Unaware

Aware

Sentiment

Negative

Neutral

Positive

Awareness and impression of target network
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Commercial diligence: Private healthcare and pharma

We evaluated the target against competitors 

across key criteria

We determined the rationale for store 

selection

We analyzed the effect the aging population 

would have on demand

We projected the time horizon for available 

targets across geographies

Context: A private equity fund was evaluating a private healthcare chain rollup as a potential acquisition 

and wanted support to inform market share, consumer preferences, and changing regulatory environment

1 2

3 4

Result: We created a database of potential acquisition targets, assessed demographic trends, narrowed 

down targets based on priority regions and provided opportunities for future acquisitions

Competitor Pricing
Loyalty 

program

Location 

attractiveness
Service

Target -

Competitor 1

Competitor 2

Competitor 3

✓

✓

Other

Customer service and staff relationships

Habit

Location

2006 2011 2016 2021 2026

+1.4%

65+

45-64

20-44

0-19

BC AB SK MB ON

Not looking to sell within 10 years

Looking to sell in 5-10 years

Looking to sell in 1-5 years

Looking to sell now

Demand by year by age group
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Value Creation: Healthcare services

Identified opportunities to maximize 

value of the newly merged company

Quantified potential cost synergies

Created a comprehensive integration plan

Context: A private healthcare provider had recently merged with a large competitor. We were engaged to 

help develop an integration plan to maximize deal synergies

1 2

3 4

Result: We identified >10% in cost synergies and developed an actionable implementation plan that 

enabled continued expansion and EBITDA growth

Location Dept. 1 Dept. 2 Total value

A $X $Y $XY

B $A $B $AB

C $Z $402k $940k

N - $261k $337k

Total $M $M $M

Prioritized immediate value 

capture initiatives
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Opportunity viability assessment: Specialty healthcare

We quantified cost savings from resource 

sharing and incremental referral revenue

We built a unit economic model to compare the 

financial attractiveness of each specialty

We ranked the four specialties under 

consideration

Context: A private equity company was looking to expand their healthcare business to include additional specialties and 

wanted SATOV to determine the viability of each opportunity and recommend the most attractive specialty to pursue

2

3 4

Result: After evaluation, we found that all four specialties were viable, and recommended the client select the specialty we 

identified as having the strongest synergies and best operational alignment 

We mapped the lead-to-cash process for 

existing operations and potential additions
1

Process map

Specialty rankings

Synergy type Specialty 1 Specialty 2 Specialty 3 Specialty 4

Revenue

Cost A

Cost B

Cost C

Revenue buildout

Step 1 Step 2 Step 3 Step 4

Activity 1

Activity 2

Activity 3

Activity 1

Activity 2

Activity 3

Activity 1

Activity 2

Activity 3

Activity 1

Activity 2

Activity 3

Activity 4

Degree of synergy by specialty

Products

Service

Clinic 

revenue

Appointment 

type 1

Appointment 

type 2

Type A

Type C

Type E

Type B

Type D

Factors Specialty 1 Specialty 2 Specialty 3 Specialty 4

Factor A 4 1 3 2

Factor B 1 3 4 2

Factor C 3 1 4 2

Factor D 4 2 1 3
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