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About Skimmer

Skimmer has the largest
national footprint of any pool &
spa software provider.

Over 40,000+ pool professionals
serving over a million pools rely
on Skimmer to run their
businesses.

Our mission is to help pool

professionals build great
businesses.
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The Big Idea

S1IM+ isn’t one big break.
It’s a stack of

Pricing. People. Routes. Systems. Profitability.

Small decisions compound into a very different business.
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Agenda

The Road to $1M
What changed when the business outgrew hustle

Numbers, Routes & Profitability
The metrics, pricing decisions, and operational discipline that matter

People & Systems
Hiring, accountability, org structure, and getting work off your plate

Building Repeatable Growth
Turning good habits into systems that drive retention, reviews, and referrals

What They'd Do Differently
Lessons learned, rapid-fire advice, and audience Q&A
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Meet the Owner Roundtable

Ben Nabors Angie Reinhardt Ryan Martins
Nabors Pool Service Off the Deep End Pool Service The Pool Professor
Texas Arizona Florida

60-second intro: What does your business look like today, and what do you spend most of your time on?
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Opening Poll

Where are you on the road to $IM?

Drop your biggest bottleneck in the chat:
. +

Pricing Hiring Routes Cash Flow Repairs Something else?
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SECTION O1: THE ROAD TO $1M

What changed when the
business outgrew hustle?
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THE INFLECTION POINT

When did you realize the old way was not
going to work anymore?

Angie Ben Ryan
What had to get out of your What role, system, or decision What was the first sign the old
head and into a process? created the most leverage? way of running the company was
breaking?

What specifically changed after that?
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THE ROAD TO $1M

If you could build your business again, what
would you do sooner?

Ryan Angie Ben

And what would you avoid?
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SECTION 02: NUMBERS, ROUTES, & PROFITABILITY

Growth gets easier when you know
what actually makes money.
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NUMBERS, ROUTES, & PROFITABILITY

What numbers do you trust most?

Angie Ben Ryan
What KPI do you wish you had Which metrics most often What number tells you the
watched sooner? change the decisions you make? business is healthy or drifting?

When did one of those numbers force you to
make a hard decision?
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NUMBERS, ROUTES, & PROFITABILITY

What gets measured gets managed
Ben's example: tracking what’s working, what’s not, and where to focus next
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NUMBERS, ROUTES, & PROFITABILITY

Tracking is only useful if it changes a decision

Conversion Follow-up
Where are opportunities being won or lost? Is the process actually happening?
@ Lead Source Accountability
Where are good customers coming from? When does something need attention?

What do you track that helps you spot problems early?
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NUMBERS, ROUTES, & PROFITABILITY

Route Profitability

How do you know whether a route is actually profitable? What do you primarily focus on?

Route Density Stops Per Day Drive Time

Revenue Per Pool Labor Chemical Usage

Angie Ben
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NUMBERS, ROUTES, & PROFITABILITY

Pricing & Customers

Where did you have to get more disciplined?

Angie Ben Ryan

When did you realize a What did you learn about charging What type of customer, job,
customer or route was not . or route pattern do you
for the true cost of service? .
profitable enough? avoid now?

If you had to improve profit without adding customers,
where would you look first?
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NUMBERS, ROUTES, & PROFITABILITY

Why Customers Leave

Growth is not only about adding customers, it's also about understanding why you lose them.

Unhappy - Repairs
=

Seasonal Cancellation
=5

[.S%

Unrealistic/Not Ideal

Unhappy - General
75%

Self Service
8.6%
Unhappy - Weekly
NPS Terminated
Budgeting
17.0%
Sold House

Unknown/Other
92%

T
30.0%

-

-

~
Ben

How are you getting the cancellation
reasons from your customers?

J
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NUMBERS, ROUTES, & PROFITABILITY

Don’'t just record the cancellation, learn from it

Ben's example: a process underneath the chart.

If "Sold House",

Ben

How do you learn from
customers you lose?

What do you do or say
on a win-back call?

[
f z - Date of
2 Reason for did new Sold House: _| Re-Sign __ | Zip _| Weekly
Customer Name = . 5 s = = Notes = = = Last
Cancellation homeowner Sent Baggie? | Reason Code Tech Service
sign up? |
Customer 001 Self Service v ¥ | Will be doing maintenance himself REA 77441 Damion 6/23/26
Customer 002 Sold House Y. S Sold home, effective today, no refund needed 77494 D 6/24/26
Customer 003 Sold House v ~ | Sold his home, cancelled effective 6/30. No money refunded. 77377 Damion 6/24/26
Customer 004 Sold House Yes 2 ~ | Sold his home, cancelled effective 6/19. $55.78 refunded RAvia SVE | 77441 Chris 6/22/26
Moving. Cancel services at the end of this month. They passed
Customer 005 Sold House Yes ¥ | along our information to the new homeowner. No refund needed. 77441 Damion 6/30/26
+ I've already ended the route. RA per SVE
= 6/12 last service date. Sold their home. A refund of $86.60 was
Customer 006 Sold House = | aiready given: 77433 Luke 6/16/26
= . | 6N2last service date. Sold their home. A refund of $110.95 was
Customer 007 Sold House already given. 77064 Alex 6/12/26
= ~ | We couldn't give him the day that he wanted. We offered every
Customer 008 Unknown/Other other day but cannot accommodate the day he wants
Cancelling at the end of June. Found a less expensive option that
Customer 009 Budgeting provides the same level of service. We offered her/him a lower
price and he/she declined
Cancelled as of 6/15. He's a tenant and a new tenant is moving in.
Customer 010 Sold House N7 Win-Back Call ¥ | He hasn't given us the new information. You can call Fritz to get
that info, so we can get them signed up.
Customer OT Unknown/Other >0 ¥ | They were VERY hard to understand so we're not really sure why
5/29/26: SVE reached out for past due invoice. He replied to let us
Customer 012 SOIAEoUSe = +  know he mov_e@ out of '!he house about a mon(h ago butvhe'll
pay the remaining invoices. Wants to cancel services moving
| forward. - SVE
Customer 013 Sold House No N/ ~ | Sold his house
. = < He's getting what he thinks is the same level of service for a
Customer 014 Budgeting lowerrate
5/25/26: She is a tenant and is moving out of the home. When
Customer 015 Sold House " ~  shesigned up in September 2025 we knew she'd only be in this
home for about 7 months. - SVE
Customer 016 Sold House > ~ | Sold his home 77377 Damion 5/21/26
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SECTION 03: PEOPLE & SYSTEMS

You can’t scale a business that depends
on the owner for everything.
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PEOPLE & SYSTEMS: BUILDING THE TEAM

What did you have to learn about hiring, training,
and accountability?

Angie Ben Ryan
What separates your best techs What role or leadership layer What hiring or training mistake
from average ones? made the biggest difference? taught you the most?

What does accountability look like
without micromanagement?
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PEOPLE & SYSTEMS

Give good people somewhere to go

A competency-based path for growth, not just time in position

EMPLOYEE ADVANCEMENT PATH

LEAD TECH
Leadership Path

&,

FOCUS

Leadership and team
development

i
i A o
| I E Level 8
Training Tech ntry Leve Service Tech Certified Tech
Tech
FOCUS FOCUS FOCUS FOCUS

CORE COMPETENCIES

Reliability, safety,
and core routines

Independence and
route ownership

CORE COMPETENCIES

CORE COMPETENCIES

Technical skills and
problem solving

Advanced expertise and
certification

e

*Basic pool cleaning
techniques

*Chemical basics
*Equipment & tool care

*Complete route of
175-185 points
*Chemical balancing
*Basic equipment

CORE COMPETENCIES

]

CORE COMPETENCIES J

*Train and mentor technicians
*Quality control & inspections
*Route coverage & support
*Customer escalations

*Lead by example

*Troubleshoot equipment
*Basic repairs

*Water balance expertise
*Customer

*Advanced repairs

ADVANCEMENT

*Automation knowledge
*Equipment upgrades

Demonstrated leadership + team
impact

*Mentor others

4

*Jobsite safety operation communication *Customer education
*Time management *Documentation
ADVANCEMENT ADVANCEMENT ADVANCEMENT ADVANCEMENT

Manager evaluation +
demonstrated
competency

Independently complete
route work with
consistent quality

Meet technical standards
+ independent problem

solving

Meets certification
criteria + consistently

exceeds expectations

PROMOTION IS BASED ON DEMONSTRATED COMPETENCY - NOT SIMPLY TIME IN POSITION.

9

RELIABILITY

INDEPENDENCE

&

©)

TECHNICAL SKILL

L

CUSTOMER SERVICE

REPAIR DEPARTMENT
Technical Path

( FOCUS

Technical expertise and complex
repairs

CORE COMPETENCIES

i

LEADERSHIP

*Mid to advanced repairs
*Diagnostic expertise

*Equipment installations

*High-level customer communication

ADVANCEMENT

Demonstrated technical expertise +
readiness for advanced repair work

Angie

Why did you create a defined advancement
path? What results are you seeing?

Ben & Ryan

How do you create growth opportunities for
your best employees?
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PEOPLE & SYSTEMS

OFF THE DEEP END

OUR ORGANIZATION TODAY
Building two strong departments while | own the business operations that drive
efficinecy and profitability.

OWNER / CEO
Strategy | Profitability | Growth

How does your organization change as you grow?

Current Organization

BUSINESS OPERATIONS - Currently CEO Owned
7 D o1 2y 3o
Q ) €o AT _—
Financial Reporting HR / People ki Systems & Organizational
Performance & KPIs Systems Payroll Improvement Technolo Design
& Profitability & Efficiency SANGegy
MAINTENANCE DEPARTMENT REPAIR DEPARTMENT
Recurring Revenue | Route Efficiency | Customer Relations Revenue Growth | Quality | Customer Satisfaction
‘ Department Manager ] ‘ Department Manager ] a
Repair Tech
Lead Technicians: (1:8 Ratio) ] L Senior Repair Technicians: (1:3 Ratio) x
{ Pool Service Technicians J ‘ Repair Technicians J

Angie
How did you decide what needed its own
owner versus what stayed with you?

Flex Tech

Ben

What’s one organizational change you wish
you had made sooner?

President / Owners
Office Manager / GM-In-Training

Field Supervisor

Office / Admin

Service Tech Lead
S

Service Tech Level Il

S

Service Tech Level |

S

Service Tech Trainee

Ryan

How is your organization structured
differently today than it was earlier?
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PEOPLE & SYSTEMS: THE OWNER BOTTLENECK

What had to come off of your plate for the
business to grow?

Ryan Angie Ben

Strategy Profitability People Processes Systems

What are you still doing today that someone else
eventually needs to own?
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SECTION 0O4: BUILDING REPEATABLE GROWTH

The best systems work even when nobody
remembers to run them.
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BUILDING REPEATABLE GROWTH

Turn great service into repeatable growth

THE POOL PROFESSOR

OUR REVIEW PROCESS

Great service. Happy clients. 5-star reviews. It’s a system.

NEW CLIENT SERVICE & AUTOMATED EASY &
BILLING REVIEW REQUEST CONVENIENT
- =] 2
New client is We provide As soon as the Clients receive a
added to our consistent, invoice is paid, direct link to leave
system in hlgh-q_uahty NiceJob automatically a review on Google |
QuickBooks via Semvies: sends a friendly or Facebook—
) Invoice is sent 3 & oo &
Skimmer. through text and email making it quick
QuickBooks. asking for a review. and easy.
2 % J \

WHAT OUR CLIENTS ARE SAYING

“The Pool Professor is by far “Exceptional service and “Love the detailed reports
the best pool service we've communication. They treat and photos after every visit.
ever had. Reliable, your pool like it's their own. It's so nice to know
knowledgeable, and always Highly recommend!” everything is being
‘ goes above and beyond!” taken care of.”
L - Debbie H. - Mike R. - Karen S.

9 06 0 0 06 0O

5-STAR MORE TRUST
REVIEW MORE BUSINESS
* 11|
Happy clients More 5-star
leave 5-star | reviews lead to

reviews that build
trust and our
reputation.

more trust, more
referrals, and
more great
customers.

“Fast response, fair pricing,
and honest work. |
wouldn’t trust anyone else
with my pool!”

= Jeff T.

@ WWW.THEPOOLPROFESSOR.NET

26241 Catamarina Drive
Punta Gorda, FL 33983

OUR SYSTEM IN ACTION

intuit
SKIMMER | @ quickbooks
New client added Invoiced through
in Skimmer QuickBooks

° .
nicejob
NiceJob sends automated
text + email review request

Google Reviews Facebook Reviews

OUR RESULTS
< 50
228 Google reviews

€ so
e

43 Facebook reviews

Ryan

Walk us through how this
system works.

Angie & Ben

What part of your customer
experience or growth process
have you systematized?

@ SKIMMER



PEOPLE & SYSTEMS

Where Else Have You Turned a Good Habit Into a System?

Angie Ben Ryan
People development and Tracking, follow-up and Reviews and
advancement accountability reputation

What process would break tomorrow if you
stopped paying attention to it?
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WHAT WOULD YOU DO DIFFERENTLY?

If you were back at 100 pools today...

Angie Ben Ryan
What would you document What would you track earlier What would you systematize
delegate, or measure ﬁrst'; so you could make better earlier to save time, money,
' ) decisions sooner? or stress?

What'’s one thing an owner can do
in the next 7 days?
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Rapid Fire

Best business decision? Most expensive mistake?

Most underrated KPI? One hire you'd make earlier?

One thing every pool company should automate? One thing every pool company should track?

One expense you wouldn’t cheap out on? Back at 100 pools, what are you doing tomorrow morning?
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Marketing Suite

Email & SMS Campaigns:

«  Lapsed Customers - Pool Service

Pre-built automations
Al-drafted content CT)
Drag-and-drop editor

Campaign ROl insights

Reviews:

e Smart routing: drive positive feedback to public Google
reviews, keep negative feedback private
e Al-drafted review replies

Launching September 15th — beta open now for Skimmer users

Automated Visibility into ROl insights Time savings Single system,
marketing activity connected to no manual
engine booked work exports
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CLOSING

S1M+ Is Built Through Repeatable Decisions

Know your numbers
What gets measured gets managed.

Create structure
Build roles and accountability before growth forces it.

Develop people
Give good employees ownership and somewhere to grow.

Building systems
Turn what works into something repeatable.

Lead the business
Move from firefighting to strategy and growth.
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Ben Nabors Angie Reinhardt Ryan Martins
Nabors Pool Service Off the Deep End Pool Service The Pool Professor
Texas Arizona Florida
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Thank you!
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