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Introduction: The Confidence Gap 
Lift maintenance. Fire systems. Security installation. Engineering services. Drainage. IT 
infrastructure. 

Attractive sectors. Recurring revenue. Strong margins. 

But there’s a problem. 

You’re not an engineer. 

Many Deal Club members hesitate when faced with technical businesses because they 
assume: 

• “I won’t understand what I’m buying.” 
• “The staff will know more than me.” 
• “What if there’s something I miss?” 

Here’s the truth: 

You don’t need to be the technical expert. 

You need to know how to manage one. 

This report shows you how to acquire a technical business with confidence — even if you 
couldn’t personally install, repair or diagnose the product yourself. 

 

1. Separate Technical Skill from Commercial Skill 
Technical businesses succeed because of two things: 

1. Delivery capability 
2. Commercial leadership 

Most founder-led technical firms are strong on the first and weak on the second. 

Common issues include: 



• Underpriced contracts 
• Poor route planning 
• Weak KPI tracking 
• Informal HR practices 
• No structured sales process 

Your job as buyer is not to become the best engineer. 

Your job is to strengthen the commercial engine. 

 

2. The Real Risk: Key-Person Dependency 
In technical firms, risk often sits in one individual: 

• The founder who knows every system 
• The senior engineer who “keeps it all running” 
• The only person who understands complex diagnostics 

During due diligence, ask: 

• What happens if this person leaves tomorrow? 
• Who else can do what they do? 
• Is knowledge documented or tribal? 
• Are there training pathways in place? 

If the business collapses without one person, you don’t have a scalable asset — you have a 
skilled job disguised as a company. 

 

3. Build a Technical Safety Net Before Completion 
You don’t need to know everything. 

But you do need someone who does. 

Before completing, consider: 

 

A. Independent Technical Advisor 

Hire a sector expert to: 

• Review contracts 
• Inspect sample jobs 
• Assess equipment condition 



• Evaluate compliance procedures 
• Sanity-check maintenance schedules 

This cost is tiny compared to the cost of buying blind. 

 

B. Retention of Key Engineers 

Structure: 

• Retention bonuses 
• Deferred payments 
• Earn-outs tied to technical stability 

Tie knowledge to continuity. 

 

4. What to Ask in Technical Due Diligence 
Beyond the financials, ask operational questions: 

• How are jobs logged and tracked? 
• Are service records fully documented? 
• What certifications are required and up to date? 
• How often are audits conducted? 
• What’s the failure rate on call-outs? 
• What percentage of revenue is reactive vs planned? 

Technical businesses leave paper trails. 

If documentation is poor, risk is high. 

 

5. Don’t Try to Impress Engineers 
One of the biggest mistakes buyers make is pretending to understand technical detail. 

Engineers respect clarity, not bluffing. 

Instead of posturing, ask: 

• “Help me understand how that works.” 
• “What’s the biggest technical risk in this portfolio?” 
• “If you were buying this business, what would worry you?” 

 



You gain insight. And credibility. 

 

6. Focus on the Economics of the Model 
Even if you don’t understand the wiring diagram, you can understand: 

• Gross margin per contract 
• Engineer utilisation rates 
• Average revenue per site 
• Cost per service visit 
• Call-out profitability 
• Client retention rates 

Technical complexity does not change financial logic. 

If the economics work, and delivery is competent, the business works. 

 

7. Watch for Hidden Technical Debt 
Just like financial debt, technical debt accumulates when corners are cut. 

Warning signs include: 

• Outdated systems still under maintenance 
• Informal compliance processes 
• Missing inspection records 
• Heavy reliance on reactive repairs 
• High warranty or recall work 

Ask your advisor to review a random sample of client files. 

Patterns matter more than promises. 

 

8. Cultural Fit Matters More Than Technical Brilliance 
You’re not buying machines. 

You’re buying a team. 

In technical sectors, culture often revolves around: 

• Pride in workmanship 



• Informal hierarchy 
• Strong field independence 

If you impose heavy-handed change too quickly, you may lose your best people. 

Spend your first 30–60 days: 

• Listening 
• Observing 
• Learning the language of the trade 
• Respecting their expertise 

Then optimise. 

 

9. Transition Strategy: Founder Exit in Technical Firms 
Technical founders often struggle to let go. 

They may: 

• Continue overriding decisions 
• Undermine new processes 
• Maintain informal relationships with engineers 

Clear boundaries are essential. 

Define before completion: 

• Handover period length 
• Decision authority 
• Communication protocol 
• Client interaction limits 

A vague transition creates operational confusion. 

 

10. The 3 Questions That Simplify Everything 
When evaluating a technical business, ask: 

1. Is the revenue recurring and contracted? 
2. Is knowledge distributed across more than one person? 
3. Are compliance and documentation robust? 

If the answer to all three is yes, the risk drops dramatically. 



 

11. When to Walk Away 
Walk if: 

• Compliance records are inconsistent or missing 
• Founder refuses to document processes 
• Engineers indicate internal instability 
• Customer complaints are frequent and unresolved 
• You feel pressured to skip technical review 

Confidence comes from clarity. 

If clarity isn’t possible, step back. 

 

Final Thought: You’re Buying a System, Not a Skillset 
You do not need to repair lifts. 

You do not need to install alarms. 

You do not need to service machinery. 

You need to build: 

• Structure 
• Accountability 
• Margin discipline 
• Leadership 

Technical businesses often thrive once commercial leadership catches up with technical 
ability. 

Be the commercial brain. 

Respect the technical hands. 

And you can buy confidently — even in industries you don’t personally operate in. 
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