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INTRODUCTION

GUTTER GUYS PLUS

In May 2025, Tristan Garrison, the President of Sales and co-owner of Gutter Guys Plus (Gutter Guys) arrived at 
the office with a large coffee in hand, ready to review the company’s financial statements. Sales for home exterior 
installations were growing rapidly, but operations struggled to keep up with demand. He questioned whether 
he could expand the business and tap into this potential market, while still delivering quality service. Garrison 
dropped the needle on his vinyl record player, took a sip of coffee, and got to work, well aware of his deadline to 
present a growth plan to the executive team that evening.

Gutter Guys was an exterior construction company founded in 2021 by half-brothers Jackson Mayers and 
Ben Harris. They provided a variety of services, including manufacturing and installing soffits, fascia, gutters 
(eavestroughing), and gutter guards (Exhibit 1) on the exteriors of homes. These components formed a gutter 
system that prevented water damage to a home’s siding, windows, doors, roof, walkways, and foundation.1 Through 
the use of trough machines, Gutter Guys custom-printed aluminum gutters to tailor each system to the unique 
needs of their clients’ homes. Aluminum was sourced from local suppliers, KayCan or Aluminum Associates. Given 
Gutter Guys’ order volume, both suppliers valued the company as a client and offered favourable terms to keep 
their business. Gutter Guys was based in London, Ontario, and serviced homeowners and commercial buildings 
within a 45-minute drive of London. Replacing or improving a gutter system was a significant investment for 
clients; in 2025, the company’s average ticket price was $4,700.

[1] Maureen Beard, Are Gutters Necessary? When You Need Them (and When You Don’t), Roofing & Gutters, June 24, 2024, https://www.leaffilter.com/
blog/home-exteriors/roofing-gutters/why-are-gutters-so-important/.
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HISTORY

In 2017, Mayers and Harris began Gutter Guys as a part-time venture, while attending Wilfrid Laurier University 
and Fanshawe College respectively. The company provided gutter and window cleaning services to homeowners, 
which quickly became lucrative, prompting the brothers to pursue the venture full time.2 The pair’s ultimate goal was 
to grow Gutter Guys so they could achieve financial freedom and move out of Canada. The business incorporated 
in 2021 and soon after acquired Blue Diamond, a large and established competitor. After this acquisition, Gutter 
Guys shifted its focus to manufacturing and installing gutters, while Blue Diamond continued to offer gutter and 
window cleaning services. The merged business grew tremendously, as Gutter Guys’ installation sales were boosted 
by access to Blue Diamond’s large client base. To support this newfound growth, Mayers and Harris hired their 
younger brother, Tristan Garrison, to manage sales and marketing. In 2024, Garrison negotiated part ownership 
and left university to pursue this opportunity, aiming to gain both financial return and valuable real-life business 
experience. In January 2025, the brothers sold Blue Diamond to focus their resources on Gutter Guys, for which 
they saw more potential for growth.³ After the split, Garrison shifted advertising and promotion from door-to-door 
canvassing to online marketing, which proved more cost effective at scale. The emphasis on product quality and 
customer service was reflected in Gutter Guys’ positive Google reviews. 

The brothers prioritized lean operations, employing fewer workers relative to their competitors. Gutter Guys had 
a total of 25 employees: three sales representatives, three administrative staff, three managers, and 16 production 
labourers organized into crews of four people. On average, employees worked 60 hours per week. As a result, they 
were well compensated, earning more than double the industry average. Production staff earned an average effective 
rate of $23 per hour, which included their hourly wage and performance incentives. Labourers earned a per-foot 
installation bonus and sales representatives only earned commission.4 They also received benefits worth $100 per 
month. As CEO, Mayers motivated staff by sharing the long-term vision of expanding Gutter Guys across Ontario, 
presenting growth opportunities for those who stayed. 

Despite high employee retention, the brothers struggled to find candidates who could meet the heavy workload. The 
shortage of production labourers was particularly detrimental to the production department, which lagged 2.5 times 
behind the sales department, forcing the company to turn down potential clients. Additionally, it took about 1.5 
months to train new labourers, as opposed to two weeks for new sales representatives, further delaying production. 
While Gutter Guys actively recruited to fill these roles, some employees were hired through a federal employment 
program that helped reduce labour costs. The company operated for 10 months of the year, as production could not 
install during the harsh winter months, adding to the backlog. Most recently, Gutter Guys was impacted by the 
U.S.’ trade war with Canada; they responded by switching to a Chinese micro mesh gutter guard vendor, which 
reduced the raw material price from $10.00 to $5.00 CAD. The supplier had shipping terms of Free on Board 
(FOB) destination, so Gutter Guys was protected from exchange rate or duty changes.5 Gutter Guys was one of a 
handful of companies in Canada that installed micro mesh gutter guards. Standard gutter guards, soffit, and fascia 
were purchased from Gutter Guys’ aluminum vendor.

[2] Gutters can fill with leaves, which prevents rainwater from being redirected effectively.
[3] Note that many employees had been working cross functionally, but they were paid though Blue Diamond until the sale.
[4] Sales representatives had no hourly wage and only earned commission.
[5] Free On Board (FOB) destination means the seller has ownership and responsibility for goods while they are in transit.
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INDUSTRY

Gutter Guys broadly operated in the roofing industry.6 In 2025, the Canadian roofing industry generated $13.9 
billion in revenue and had a projected CAGR of 1.9% between 2025 and 2030.⁷ Growth was expected to accelerate 
due to government investments into housing development. For example, the National Housing Strategy aimed 
to double home building to 500,000 homes per year by 2035.⁸ Moreover, in 2023, London was the first city in 
Canada to receive federal funding through the Housing Accelerator Fund, granting $74 million for housing 
development.⁹

Unlike the gutters from 30 years ago, modern gutters were seamless, reinforced with brackets and attached to 
the fascia. Trough machines were the main capital investment for eavestrough companies, which cost upwards of 
$70,000.¹⁰ Due to climate change, there was an increase in extreme weather events, such as severe thunderstorms 
and heavy rainfall in Canada.¹¹ Extreme weather often delayed production, causing a backlog of clients. However, 
these events increased demand for resistant home exteriors, such as metal roofs or durable modern gutters.¹² Metal 
roofs required custom-printed 6-inch gutters, which many roofing companies did not fabricate.¹³ Soffit, fascia, 
and standard gutter guards were purchased from domestic vendors, whereas micro mesh gutter guards had to be 
imported. The U.S.-Canada trade war created labour market uncertainty, with projected job losses of 500,000 in 
Ontario alone.¹⁴ Given this environment, many consumers were hesitant to make large purchases.¹⁵

Young Canadian entrepreneurs had been acquiring “boring” businesses from retiring baby boomers.¹⁶ These 
businesses typically had large client bases in low growth industries but lacked modern business systems, such as 
customer relations management software (CRM). Implementing modern systems could substantially raise the 
efficiency and valuation of these businesses.¹⁷

[6] Exterior drainage systems were typically installed with roofs, hence why industry information is typically grouped together.
[7] Jared Ristoff, Performance - 23816CA Roofing Contractors in Canada. IBIS World, 2025. https://my.ibisworld.com/ca/en/industry/23816CA/
performance.
[8] Rishi Sondhi, “Canadian Federal Housing Plan: The 500k Marathon,” TD, June 3, 2025, https://economics.td.com/ca-federal-housing-plan.
[9] Peter Zimonjic, “Trudeau Announces $74M to Help London, Ont., Build 2,000 New Homes.” CBC News, September 13, 2023. https://www.cbc.
ca/news/politics/liberal-caucus-retreat-housing-announcement-1.6965236.
[10] Rick Zand, “Cost of an NTM Seamless Gutter Machine in 2026.” New Tech Machinery, February 13, 2026. https://newtechmachinery.com/
learning-center/gutter-machine-cost-what-to-look-for/.
[11] “FACT SHEET: Climate Change and Storms.” Canadian Climate Institute, n.d. Accessed June 2, 2026. https://climateinstitute.ca/news/fact-
sheet-climate-change-and-storms/.
[12] Jared Ristoff, Performance - 23816CA Roofing Contractors in Canada. IBIS World, 2025. https://my.ibisworld.com/ca/en/industry/23816CA/
performance.
[13] The industry standard gutter was 5 inches wide.
[14] Allison Jones, “Tariffs from U.S. Could Cost up to 500,000 Ontario Jobs, Ford Says.” CBC News, January 14, 2025. https://www.cbc.ca/news/
canada/toronto/us-tariffs-could-cost-ontario-jobs-ford-1.7430645.
[15] Maria Solovieva, “Canada: TD Credit & Debit Card Spending.” TD, March 25, 2026. https://economics.td.com/ca-consumer-spending.
[16] Alicia Tyler, “The Unsexy Path to Wealth: Why Young Canadians Are Buying Service-Based Businesses.” MoneySense, July 16, 2025. https://
www.moneysense.ca/columns/moneyflex/why-young-canadians-are-buying-service-based-businesses/.
[17] Joel Smith, “Can An Exit Strategy Increase The Value Of Your Business Before You Sell?” Business Exit Strategy. Clear Action Business Advisors, 
n.d. Accessed June 2, 2026. https://www.clearactionbiz.com/can-an-exit-strategy-increase-the-value-of-your-business-before-you-sell/.
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COMPETITORS 

LeafFilter

The company’s main competitor was LeafFilter, which had introduced micro mesh gutter guards to the Canadian 
market in 2017.¹⁸ LeafFilter was a subsidiary of Leaf Home, which had operated in the U.S. since 2005, and 
generated $1.7 billion in revenue in 2024.¹⁹ London was one of the first cities LeafFilter had entered in Canada. 
The company had a strong advertising presence on social media and television, with some advertisements garnering 
tens of millions of views.²⁰ LeafFilter’s price point was the highest in the industry, typically ranging from $18 to 
$45 per linear foot.²¹

London Eavestrough and Siding

London Eavestrough and Siding (London Eavestrough) was an exterior construction company that installed 
seamless gutters, soffit, fascia, standard gutter guards, and siding. The company was established in London in 
2015 by experienced contractors, and they serviced London and the surrounding region. London Eavestrough’s 
price point was significantly lower than the competition, and the company prided itself on affordability.²² London 
Eavestrough lacked an online marketing presence, without Facebook advertisements and low search engine 
optimization (SEO) results. However, the company benefited from 5-star Google reviews and testimonials on its 
website.

[18] Micro mesh gutter guards were more expensive than standard gutter guards but completely prevented debris from building up, so they rarely, if 
ever, had to be serviced. "LeafFilter Announces International Expansion to Canada. ( January 2017)," Leaf Home. https://www.leafhome.com/news/
leaffilter-expands-to-canada.
[19] “2024 HIP 200.” Qualified Remodeler, June 3, 2026. https://www.qualifiedremodeler.com/2024-hip-200/.
[20] LeafFilter Gutter Protection. (May 2024), Amelia | LeafFilter Gutter Protection. YouTube, 2024. 0:15. https://www.youtube.com/watch?v=pWA-
hAGoQc4.
[21] HomeGuide. “How Much Does LeafFilter Cost?” November 7, 2025. https://homeguide.com/costs/leaffilter-cost.
[22] London Eavestrough and Siding. “Eavestroughs, Siding and Soffits in London Ontario.” Accessed June 2, 2026. https://
londoneavestroughandsiding.com/.

CUSTOMERS

Residential Homeowners

Gutter Guys’ customer was primarily residential homeowners with homes built between 1960 and 2010, and a 
household income of above $60,000. These consumers were price conscious and valued high-quality gutters that 
would last many years. Online marketing, specifically Facebook or SEO, and door-to-door canvassing, worked 
well in obtaining sales leads. A sales representative’s ability to present a solution and negotiate an acceptable price 
was key to acquiring these customers. Residential homeowners accounted for 50% of Gutter Guy’s sales.

The Copper Club

Gutter Guys serviced customers known as the “copper club.” These were large-scale homeowners looking to 
refurbish their homes with custom parts and add-ons. They were less price sensitive than the average residential 
homeowner. Gutter Guys was typically referred to these clients by other home service companies, such as architects 
or painters. These referrals built trust with the client, who prioritized high-quality workmanship over low prices. 
These customers also preferred to purchase multiple services bundled together by a single company, which reduced 
the hassle of dealing with multiple vendors. As such, Gutter Guys had a 90% closing rate with “copper club” 
clients, who accounted for 20% of sales.
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ALTERNATIVES

Status Quo

Given Gutter Guys’ strong growth in the exterior construction market, Garrison considered that organic expansion 
may be the pragmatic choice (Exhibits 3-5). 

Since selling Blue Diamond, Gutter Guys had rapidly expanded, so Garrison projected 300% revenue growth 
in fiscal 2026. However, he did not expect to receive any employment grants. Cost of service consisted only of 
production staff wages, as this labour was required to provide Gutter Guys’ services. At the end of fiscal 2025, Blue 
Diamond’s cost of service consisted of three crews, and Harris was preparing to train a new Gutter Guys crew at 
the start of fiscal 2026; therefore, the cost of service was expected to increase with the addition of these wages. 
The brothers planned on attending more conferences to hone their business acumen, increasing business training 
costs to $75,000. Cost of goods sold (COGS) accounted for raw material costs and increased proportionally with 
revenue. Switching gutter guard suppliers would greatly improve COGS, as guards accounted for 30% of the 
COGS line item. Garrison expected income tax to increase to 25%. 

New Customer Relationship Management Software

Gutter Guys had been troubled by poorly performing CRMs and fragmented software that was acquired throughout 
fiscal 2025. The unintuitive systems had led to several miscommunications between sales and production, often 
forcing production to redo or correct jobs. It also did not process any of the grant funding received, requiring 
extra significant time and labour to account for it manually. Consequently, Garrison considered switching CRMs 
to ServiceTitan, which would streamline the numerous company software programs into one platform. For 
instance, ServiceTitan would manage job prices, scheduling for production and estimates, marketing, company 
records, inventory, accounting, payroll, and vehicle fleet information. It would not, however, process grant income. 
Migrating company data would require a significant time investment of four months. When the company had 
adopted the previous CRM, Builder Prime, some client information was lost during the data migration, resulting 
in dropped sales leads and jobs. Garrison hoped to avoid this mistake again, though he knew that switching to 
ServiceTitan would have similar risks. Given it was the middle of the season, Garrison wondered if it was feasible 
to switch systems.

Commercial Clients

Gutter Guys’ commercial clients included housing boards and public contract construction companies. These 
customers were acquired through referrals by property management companies or awarded through public bidding 
systems. Both housing board and public bids were competitive, with many large firms entering the auctions. To 
secure the high-volume work, Gutter Guys bid these projects below residential pricing. These jobs accounted for 
30% of sales.
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Under a 12-month contract, Builder Prime charged Gutter Guys $60 per month per user and $1,160 per month 
for other software components. Gutter Guys had 12 users, which included sales representatives and crew leads. If 
switching CRMs to ServiceTitan, Gutter Guys would be charged a fee of 2.8% of revenue processed through the 
software. Considering the complexity of ServiceTitan, employees would require one week of training on the new 
system. And Garrison wanted all production staff to be able to use it. As compensation, production staff would 
earn their effective wage rate and benefits.²³ Garrison estimated that the improved efficiency of the production 
team would increase revenue by 10% without changing cost of service. 

Expansion to Waterloo

During his time studying at Wilfrid Laurier University, Mayers temporarily expanded Gutter Guys to Waterloo. 
However, this change in operations resulted in Mayers and Harris effectively running two different companies. 
Neither were equipped to handle the other’s responsibilities, nearly leading to disaster. To avert this, Mayers 
wound down operations in Waterloo and moved back to London. Despite limited marketing initiatives, Waterloo 
still accounted for 15%-20% of sales. Therefore, with more resources, a stronger team, and lessons learned from 
their previous challenges, Garrison considered opening up a Waterloo-based Gutter Guys office, which would 
service Waterloo, Kitchener, Cambridge, and Hamilton. All four cities were roughly an hour and a half ’s drive 
from London and had a combined population of over 1.5 million.²⁴

Garrison planned to hire four crews to install gutter systems. With less experience, they would each generate 
$20,000 per week. Garrison budgeted investing $70,000 on equipment and one trough machine per crew. Each 
crew would require two months of training, during which they would not be productive but still work standard 
hours and receive compensation. Garrison wanted an office in Waterloo that could serve as both a workplace for 
sales representatives and a training facility for new production staff. The company would rent the office, costing 
$20,000 per year. 

Roofing Division

Since gutters and roofs were typically installed together, it was not surprising that Gutter Guys received many 
requests for roofing as well. If launching a roofing division, Garrison would subcontract the roofing work to relieve 
the already constrained production team and allow the current sales representatives to continue selling in volume. 
Gutter Guys had previously used subcontractors on high-volume commercial jobs, but Garrison worried that they 
would not be attentive to the specific needs of homeowners. He was also concerned that offering too many services 
would make onboarding new sales representatives more time consuming.

On each job, after a sales representative’s commission, material costs, and subcontractors’ cost, Gutter Guys would 
gross the remaining 20%. Garrison expected the average ticket price for roofs to be $18,000. To advertise the new 
service, the company would invest $20,000 into Facebook marketing and $5,000 into SEO. Garrison wondered 
if the roofing division would be feasible if one representative shifted 35% of their current selling capacity from 
gutters to roofing. Based on the most recent performance data, each sales representative generated approximately 
$1 million in sales per year across all services.

[23] Other employees were salaried or were paid on commission.
[24] Government of Canada, Statistics Canada. “Population Estimates, July 1, by Census Metropolitan Area and Census Agglomeration, 2021 
Boundaries.” May 22, 2024. https://www150.statcan.gc.ca/t1/tbl1/en/tv.action?pid=1710014801.
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DECISION

Garrison glanced at the clock—he had just eight hours to decide which growth alternative to present to his 
brothers. Should Gutter Guys maintain the status quo? Should they improve their CRM software? Should they 
expand to Waterloo or to roofing installations? Or should they begin the process of a buyout? Garrison was excited 
about the opportunity to expand the business but anxious about the variety of options.

Sell the Business 

The brothers wanted to eventually sell the business, but they were unsure about the timing of this decision. At 
conferences, they had discussed the possibility of a buyout with interested private equity firms. The proposed 
deal would occur in two stages. In the first stage, the brothers would sell 50% of the company for a large payout, 
which would be reinvested to accelerate the development of the business. In the second stage, they would sell their 
remaining shares and exit the business. Garrison wondered if it was the right time for a buyout, as he considered 
the current valuation of Gutter Guys.
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EXHIBIT #1

EXHIBIT #2

Gutter System Schematic

Gutter, Soffit, Fascia Image
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EXHIBIT #3

Gutter Guys Plus
Statement of Earnings

for the years ending April 30

2025 2024
Revenue
General Revenue $ 1,172,467 $ 824,263
Employment Grants 8,000 4,283
Total Revenue $ 1,180,467 100% $ 828,546 100%
Cost of Goods Sold 174,445 14.8% 193,059 23.3%
Cost of Goods Service 200,669 17.0% 160,883 19.4%
Gross Profit $ 805,353 68.2% $ 474,604 57.3%

Expenses
Accounting & Legal $ 7,981 0.7% $ 5,631 0.7%
Advertising & Promotion 71,830 6.1% 104,574 12.6%
Bank & Processing Fees 22,961 1.9% 25,983 3.1%
Business Training 37,996 3.2%               -                     0.0%
General & Administration 18,293 1.5% 19,992 2.4%
Insurance 10,681 0.9% 20,432 2.5%
Meals & Entertainment 28,103 2.4% 41,910 5.1%
Payroll 174,891 14.8% 74,006 8.9%
Office Supplies 6,372 0.5% 3,218 0.4%
Rent 24,172 2.0% 19,306 2.3%
Utilities 9,685 0.8% 8,285 1.0%
Software & Subscriptions 22,560 1.9% 9,653 1.2%
Vehicle Expenses 32,390 2.7% 30,407 3.7%
Repair & Maintenance 14,915 1.3% 19,145 2.3%

Total Expenses $ 482,830 40.9% $ 382,542 46.2%

Income Before Taxes $ 322,523 27.3% $ 92,063 11.1%
Income Taxes 40,315 3.4% 11,508 1.4%
Net Income After Tax $ 282,208 23.9% $ 80,555 9.7%
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EXHIBIT #4

Gutter Guys Plus
Balance Sheet
as at April 30

2025
ASSETS

Current Assets:
Cash $ 628,814
Accounts Receivable 72,395
Inventory 55,221
Prepaid Expenses 11,904

Total Current Assets $ 768,334
Long-Term Assets (net)

Equipment $ 48,958
Vehicles 83,041
Furniture & Fixtures 3,090
Trademark & Intangible Assets 1,600

Total Assets $ 905,023

LIABILITIES AND EQUITY
Current Liabilities

Accounts Payable $ 110,285
Taxes Payable 122,575
Wages Payable 1,885
Deferred Revenue 127,253
Current Portion of Vehicle Loan (733)
Project Loan 50,000

Total Current Liabilities $ 411,265
Long-Term Liabilities

Notes Payable 1,740
Vehicle Loan 36,739

Total Long-Term Liabilities $ 38,479

Total Liabilities $ 449,744

Shareholders' Equity
Share Capital $ 100
Retained Earnings 455,179

Total Shareholders' Equity $ 455,279

Total Liabilities and Shareholders' Equity $ 905,023
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EXHIBIT #5

Gutter Guys Plus
Select Company Ratios

2025 Industry Average²⁵
LIQUIDITY
Current Ratio 1.9x 1.8x
Acid Test Ratio 1.7x 1.6x

EFFICIENCY
Age of Receivables 22 days 33 days
Age of Payables 34 days 42 days
Age of Inventory 17 days 11 days

STABILITY
Debt to Equity 1.0 1.4

GROWTH
Revenue 43% 8%
Profit 250% 18%
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[25] Jared Ristoff, Financial Benchmarks - 23816CA Roofing Contractors in Canada. IBIS World, 2025. https://my.ibisworld.com/ca/en/
industry/23816CA/financial-benchmarks.


