Florida Plumbing & Mechanical Contractor Market Brief
What Buyers Are Looking For, What Is Driving Value, and What Owners Can Do Today
Prepared by Todd Topliff
Business Broker & Transaction Advisor
Corporate Investment Business Brokers
A Note Before We Start
Most established business owners I speak with are not necessarily planning to sell today.
They are trying to answer a more practical set of questions:
What is my business likely worth today? What would a buyer see when they look at it? What makes one company more attractive than another? And what could I be doing now to give myself more options later?
Those are the questions this brief is intended to help answer.
The plumbing and mechanical contracting market remains attractive to buyers because these businesses provide essential services, require skilled labor and licensing, and often serve customers whose systems cannot simply be allowed to fail.
But buyers do not value every contractor the same way.
The quality of the revenue, management team, workforce, customer relationships, margins, recurring service work, and dependence on the owner can ultimately matter as much as the company's total revenue.

1. What Plumbing Contractors Have Actually Sold For in Florida
I reviewed 53 completed sales of plumbing contractors in Florida from January 1, 2022 through August 2026.
These transactions included businesses across a wide range of revenue levels, geographic markets, and operating models.
Florida Closed Transaction Averages
	Metric
	Average

	Annual Revenue
	$1,494,426

	Sale Price
	$980,956

	Discretionary Earnings
	$334,078

	Sale Price / Revenue
	0.65x

	Discretionary Earnings / Revenue
	27.9%

	Sale Price / Discretionary Earnings
	2.56x

	Sale Price / Asking Price
	82.9%

	Days on Market
	334 days


There are two important lessons in these numbers.
First, there is an active market for plumbing contractors in Florida.
Second, averages have limitations.
A $750,000 owner-operated residential plumbing business and a larger commercial or industrial contractor with trained technicians, recurring service contracts, established management and long-standing institutional customers are fundamentally different businesses.
That difference can have a significant impact on how buyers assess risk and ultimately value the company.
The multiple is usually the result of the quality of the business, not the starting point for determining its value.

2. The Plumbing Industry Remains Fundamentally Attractive
Plumbing is a mature but essential industry.
Industry research estimates the U.S. plumbing industry at approximately $158.6 billion in annual revenue, with approximately 132,000 businesses. Industry revenue was projected to continue growing through 2029.
Several characteristics make plumbing particularly durable:
· Plumbing systems require ongoing maintenance regardless of economic conditions.
· Emergency repairs are generally nondiscretionary.
· Licensing and technical training create barriers to entry.
· Aging buildings and infrastructure create continuing replacement demand.
· Commercial, industrial and institutional facilities require specialized service.
· Population growth creates additional long-term demand.
· Skilled labor is difficult to replace or automate.

This combination has helped keep buyer interest in the skilled trades relatively strong.

3. Florida Is an Important Plumbing and Mechanical Market
Florida represents one of the largest HVAC and plumbing contractor markets in the country.
Industry research identified approximately 10,952 Florida establishments, representing roughly 8.9% of U.S. establishments, with the number of Florida establishments increasing approximately 3.0% year over year in the period measured.
Several structural characteristics continue to support Florida demand:
· Population and development. More residents, commercial properties, hotels, healthcare facilities, multifamily buildings and institutional facilities mean more plumbing systems requiring installation and maintenance.
· Existing building stock. Growth is only part of the equation. Existing buildings create ongoing repair, replacement and modernization requirements.
· Climate and weather. Florida's environment creates additional wear on buildings and infrastructure.
· Commercial and institutional demand. Hotels, healthcare facilities, schools, multifamily properties and other commercial facilities generally cannot defer critical plumbing and mechanical repairs indefinitely.

4. New Construction Gets Attention, but Service and Repair Create Stability
One of the most important distinctions buyers make is between project-driven revenue and recurring or repeat service revenue.
Across HVAC and plumbing contractors, industry research estimates:
· 43% of work comes from new construction
· 29% from maintenance and repair
· 26% from additions, renovations and alterations
· 2% from other work

New construction can produce substantial revenue, but it is more exposed to construction cycles, competitive bidding, project timing and general contractor relationships.
Maintenance and repair tend to behave differently.
Plumbing systems still need to function regardless of what is happening in the broader economy. Industry research specifically identifies repair and maintenance work as a comparatively stable source of revenue.
For an owner thinking about long-term business value, that distinction matters.
A buyer will often look beyond total revenue and ask:
How much of this business is likely to come back next year without having to recreate the entire sales pipeline?

5. Recurring Service Relationships Can Be Particularly Valuable
Service agreements can improve several characteristics buyers generally like:
· Revenue visibility
· Customer retention
· Predictable technician utilization
· More consistent cash flow
· Opportunities for additional repair and replacement work
· Reduced dependence on continually winning new projects

Long-term maintenance relationships with commercial and multifamily customers can also help stabilize a contractor's pipeline.
This does not mean every dollar of recurring revenue receives a special multiple.
It means a business capable of demonstrating predictable customer behavior generally presents less uncertainty than one whose revenue starts at zero every January.

6. Skilled Employees Are Becoming Part of the Value Proposition
One of the largest constraints facing plumbing contractors is labor.
Industry research continues to identify a shortage of qualified plumbers. Becoming fully qualified takes years of training and experience, while experienced tradespeople continue to retire.
That is showing up in labor costs.
Employment among plumbing, heating and air-conditioning contractors increased 35.3% over the prior ten-year period measured, while average nonsupervisory wages reached $39.21 per hour and had increased approximately 49.5% over ten years.
For an owner, higher wages create margin pressure.
For a buyer, however, an established and stable workforce can be an asset.
A company with experienced technicians, appropriate licenses and certifications, good employee retention, supervisors capable of running work independently, and a recruiting and training process is difficult to recreate from scratch.
The key question becomes:
Are buyers acquiring a functioning organization, or are they primarily acquiring the owner's personal ability to run the company?
That distinction can materially affect value.

7. What Buyers Are Paying Attention to Today
When buyers evaluate a plumbing or mechanical contractor, the conversation usually moves beyond revenue fairly quickly.
They want to understand the quality and transferability of the business.
Some of the most important areas include:
Revenue Mix
How much revenue comes from:
· Service and repair
· Recurring service agreements
· New construction
· Retrofit and replacement
· Commercial versus residential customers
· Industrial or institutional customers

A diversified revenue base generally reduces risk.
Customer Concentration
Buyers will examine how much revenue comes from the largest customers.
A company can be highly profitable but still carry significant risk if one or two customers account for a large percentage of revenue.
The question is not simply whether large customers exist.
It is whether the company would remain healthy if one disappeared.
Workforce
Buyers want to know:
· How long key technicians have been with the company
· Who manages crews
· Who estimates and prices work
· Who handles dispatch and scheduling
· Whether required licenses and certifications are transferable or replaceable
· Whether the company can recruit and train additional technicians

A strong second layer of employees can materially improve transferability.
Owner Dependence
This is one of the most important issues in privately owned businesses.
Buyers will want to understand whether the owner is personally responsible for:
· Estimating
· Sales
· Major customer relationships
· Dispatch
· Technical expertise
· Hiring
· Purchasing
· Collections
· Problem solving
· Licensing

The more of these responsibilities that exist only in the owner's head, the more transition risk a buyer sees.
Financial Performance
Buyers typically want to see several years of financial performance.
Consistency matters.
A company producing steady earnings through different market conditions is easier to understand than one experiencing large unexplained swings.
Just as importantly, the company's financial statements should make it reasonably easy to determine what the business actually earns.

8. Margin Management Matters
Revenue alone does not create value.
The plumbing industry is labor intensive, and materials, fuel, insurance and labor can significantly affect profitability.
Industry research identifies accurate estimating and job costing as important profit drivers. Fixed-price projects can become problematic when labor requirements or material costs are underestimated.
Strong contractors generally understand profitability by:
· Customer
· Job
· Technician or crew
· Service line
· Project type

This gives management the ability to identify which work actually produces profit rather than simply revenue.
Buyers notice that sophistication.
A $5 million company with excellent job costing and dependable margins may be considerably more attractive than a $7 million company whose profitability cannot be clearly explained.

9. The Biggest Issues That Can Reduce Value
Many of the issues that create problems during a sale are not problems with the underlying business.
They are problems with transferability and uncertainty.
Common examples include:
· Heavy owner dependence
If every important decision, customer relationship and operational function runs through the owner, a buyer has to determine how the business performs when that owner leaves.
· Customer concentration
Dependence on a handful of general contractors or major customers creates risk.
· Unclear financial records
Aggressive personal expenses, inconsistent bookkeeping, undocumented adjustments and poor job-cost information make earnings harder to verify.
· Unstable workforce
A company that cannot retain technicians or depends heavily on one key employee carries additional risk.
· Project concentration
A particularly strong year driven by one unusually large project may not represent sustainable earnings.
· Margin volatility
Buyers will want to understand why margins changed and whether current profitability can reasonably continue.
· Deferred investment
Aging trucks, equipment, software or facilities can become an immediate capital requirement for a buyer.
None of these issues automatically prevents a transaction.
But uncertainty tends to affect either value, transaction structure, or both.

10. Why Two Similar-Sized Contractors Can Sell for Very Different Amounts
Consider two hypothetical plumbing companies producing identical revenue and earnings.
Company A
The owner estimates every project, manages the largest customers, supervises technicians and handles most important decisions.
Revenue is concentrated among a few contractors.
There are limited recurring service agreements.
Financial reporting is primarily tax-driven.
Company B
The owner has an experienced management team.
Technicians and supervisors manage day-to-day work.
Customers are diversified.
The company has recurring commercial service relationships.
Job costing is well documented.
Margins are consistent.
The owner can leave for several weeks without disrupting operations.
Financially, the companies may initially appear similar.
From a buyer's perspective, they are not.
Company B is easier to understand, easier to transfer and carries less perceived risk.
That difference is often reflected in both buyer interest and valuation.

11. What an Owner Can Do Years Before Selling
The best time to prepare a business for an eventual transition is when there is no pressure to sell.
An owner who may be several years away can still make meaningful improvements.
Build the Company Around the Business, Not the Owner
Begin transferring knowledge, customer relationships and operational responsibility to other people.
The objective is not for the owner to become unnecessary.
It is for the business to become capable of operating without requiring the owner to personally solve every problem.
Increase Predictability
Where appropriate, expand maintenance agreements, recurring inspections and long-term customer relationships.
Predictability gives both the owner and a future buyer more confidence.
Understand Customer Concentration
Know the percentage of revenue represented by your top 10 customers.
If one relationship represents an unusually large portion of revenue, deliberately developing other customers can reduce that exposure.
Protect and Develop the Workforce
Experienced tradespeople are increasingly difficult to replace.
Retention, training, career paths and development of supervisors can create significant organizational value.
Improve Financial Visibility
Maintain clean financial statements and reliable job costing.
An owner should be able to clearly explain:
· Revenue
· Gross margin
· Operating expenses
· Owner-related expenses
· Profitability by major service line
· Customer concentration
· Recurring revenue

Track the Numbers a Buyer Will Eventually Ask For
Do not wait until a sale process begins.
Useful information includes:
· Revenue by customer
· Revenue by service line
· Recurring or contracted revenue
· Backlog
· Employee tenure
· Technician count
· Gross margins
· Capital expenditures
· Fleet and equipment
· Owner responsibilities

A business that can answer these questions quickly usually presents itself much better than one trying to reconstruct the information after a buyer asks for it.

12. What This Means for an Established Commercial or Industrial Contractor
Statewide transaction averages are useful for understanding the market, but specialized commercial and industrial contractors require a more individualized analysis.
A business with characteristics such as:
· Long operating history
· Specialized technical capabilities
· Commercial and industrial customers
· Experienced technicians
· Factory certifications or manufacturer relationships
· Recurring service contracts
· Emergency service capability
· Established customer relationships
· Limited residential exposure
· should not automatically be compared with the average small owner-operated plumbing contractor.
The appropriate question becomes:
How transferable and durable are the company's earnings, customer relationships, technical capabilities and workforce?
That is what ultimately determines how the market is likely to view the business.

Final Thought
For most owners, the objective should not be to prepare a business for sale tomorrow.
It should be to build a company that gives the owner choices.
A business with dependable earnings, strong people, diversified customers, recurring relationships and less dependence on its owner is usually easier to operate today and easier to transition someday.
That gives an owner more control over the decision that ultimately matters:
whether to sell, when to sell, and on what terms.
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