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Overview of the Sector

Commercial roofing and building envelope maintenance is one of those sectors that rarely
gets attention — until something goes wrong.

A leaking roof.
Storm damage.
Structural failure.

At that point, it becomes urgent. And expensive.
The “building envelope” includes:

¢ Roofing systems

¢ Cladding and facades

¢ Guttering and drainage
¢ Insulation layers

These are critical to protecting a building’s structure, safety, and energy efficiency.
For Dealmakers, this sector offers:

¢ A mix of recurring maintenance contracts and high-value project work
e Strong pricing power in reactive situations

¢ A fragmented market with many regional operators

e Significant opportunity for operational and commercial improvement
¢ Growing demand driven by regulation and sustainability requirements

It’s practical. It’s essential. And when managed well, it’s highly profitable.

Size of the Sector

e The UK roofing and cladding market is estimated at £8—£10 billion annually

e Maintenance and repair accounts for approximately 40-50% of sector activity
e There are over 20,000 roofing contractors in the UK

e Commercial-focused operators represent a smaller, more specialised subset



o Growth is steady at 3—6% per year, with spikes linked to weather events and
insurance work

Demand is driven by:

o Ageing commercial property stock

e Increasing maintenance requirements
e Extreme weather patterns

e ESG and energy efficiency regulations
e Insurance-led repair cycles

Breakdown of the Sector

Core Revenue Streams

1. Planned Maintenance
o Scheduled roof inspections
o Gutter cleaning and maintenance
o Minor repairs and preventative work
o Annual service contracts
2. Reactive Repairs
o Emergency leak response
o Storm damage repair
o Structural issues
o Insurance-related work
3. Refurbishment & Replacement
o Full roof replacement
o Cladding upgrades
o Insulation improvements
o Waterproofing systems
4. Compliance & Reporting
o Condition surveys
o Maintenance reports
o Risk assessments for building owners and insurers

Client Base

e Commercial landlords and property investors
e Facilities management companies

¢ Retail parks and shopping centres

o Industrial and logistics operators

¢ Schools, hospitals, and public sector buildings



e Housing associations
Key feature:

Clients often move from reactive work - ongoing maintenance -» major refurbishment,
creating a lifecycle of revenue from a single relationship.

Ownership Structure

¢ Small independent contractors (1-10 staff): ~70%
e Regional commercial specialists: ~25%
e Large national firms: ~5%

Most businesses are:
e Founder-led
e Operationally focused
e Relationship-driven

e Light on systems and commercial discipline

Many owners are nearing retirement, with limited succession planning.

Largest Businesses and Major Players

e SIG Roofing (distribution and services)

e Kingspan (materials and systems)

e Tarmac Building Products

e Various regional commercial roofing specialists

Large firms dominate materials and major contracts.

However, the SME commercial maintenance market remains highly fragmented — where
most Deal Club opportunities sit.



Key Factors to Evaluate During Acquisition

1. Revenue Mix
e % recurring maintenance vs project work
e Pipeline of upcoming projects

e Dependence on reactive vs planned work

Balanced businesses are more stable.

2. Contract Base
e Existing maintenance agreements
e Renewal rates
« Client concentration

e Relationship depth

Recurring contracts increase valuation significantly.

3. Project Management Capability
Evaluate:

o Ability to deliver larger jobs

e Margin control on projects

e Cost estimation accuracy

e History of overruns

Project discipline is critical.

4. Workforce

o Skilled roofers and installers
e Health & safety training

e Use of subcontractors

¢ Retention levels

Labour quality directly affects delivery and reputation.



5. Health & Safety Compliance
This is a high-risk sector.
Check:

e HSE compliance

e Insurance coverage

e Incident history

o Safety procedures

Poor compliance is a major red flag.

6. Supplier Relationships
e Access to materials
e Pricing agreements

e Credit terms

Margins can depend heavily on supplier pricing.

7. Reputation and Referrals
Much work comes from:

e Repeat clients

e Property managers

e Word-of-mouth

Reputation is a key asset.

Opportunities for Acquisition

1. Convert Reactive Work into Contracts

¢ Offer maintenance agreements after repairs
e Build recurring revenue base
¢ Improve predictability



2. Improve Pricing Discipline
Many firms:

e Underprice projects

¢ Fail to charge for urgency

e Accept poor margins

Strong commercial leadership can quickly improve profitability.

3. Operational Professionalisation

Introduce:

Job costing systems

Project tracking

CRM tools

Structured quoting processes

4. Buy-and-Build Strategy

e Acquire regional operators

e Combine client bases

e Expand geographic coverage

e Increase scale for larger contracts

5. Leverage ESG Trends
e Insulation upgrades
o Energy-efficient roofing

¢ Sustainability compliance

This creates long-term growth opportunities.



Challenges and Risks

Project Risk

Large jobs can overrun and destroy margin if poorly managed.

Labour Shortages

Skilled roofers are in demand.

Health & Safety Exposure

Accidents can have serious financial and reputational consequences.

Revenue Volatility

Project-based income can be uneven.

Weather Dependency

Work can be delayed or accelerated by weather conditions.

Is It a Good Sector for Investment?

Yes — particularly for buyers seeking:

A blend of recurring and high-value project income

Strong pricing power in reactive situations

Opportunities for operational and commercial improvement
e A fragmented market with consolidation potential

This sector is ideal for:

e Buyers comfortable with project-based businesses
e Operators who can bring financial discipline
¢ Dealmakers looking to build regional scale



Recommendations for Deal Club Members

o Target firms with a mix of maintenance and project revenue
e Build recurring contracts wherever possible

e Assess project margin history carefully

e Prioritise strong safety records

e Look for underpriced businesses with improvement potential
¢ Avoid over-reliance on a small number of large projects

e Focus on regional density and relationships

e Plan for scaling through acquisition

Summary

Commercial roofing and building envelope maintenance is:

e Essential

e Fragmented

e Operationally driven

o Full of pricing and efficiency upside

It combines:

¢ Recurring income
e High-margin reactive work
e Large project opportunities

For Dealmakers, it offers a clear path:

Win the relationship.
Build the contract base.
Control the projects.
Scale the business.
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