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EVELYN JEGEDE / ILLUSTRATIVE INDUSTRIAL MARKET ASSESSMENT

Which industrial buyers should we 
pursue first?
A decision-ready sample for an independent compressed-air equipment and service supplier in 
Southern Ontario.

EXECUTIVE RECOMMENDATION

Run a 90-day, gated test with mid-size food and beverage processing and packaging facilities in the Toronto, Hamilton 
and Kitchener corridor. Do not market a generic “best compressor service” claim. Test a technician-approved 
maintenance-continuity proposition, while retaining smaller fabricated-metal / machinery plants as a fallback segment.

Decision Proposed action Decision gate

WHO
Test food / beverage facilities with production-critical air 
systems.

Supplier can serve equipment mix, territory, air-
quality and safety requirements.

WHY NOW
Lead with maintenance continuity and preventable loss, 
not commodity equipment.

At least two relevant buyer interviews confirm the 
problem is worth discussing.

HOW
Named-account research, focused outreach, relevant 
service pages and referral follow-up.

Proof points, field-service availability and quote 
follow-through are credible.

SUCCESS
Qualified conversations to approved site assessments to 
proposals to won work.

Measure by buyer segment; do not confuse opens or 
clicks with pipeline.

STOP / PIVOT
Shift to machinery / fabricated-metal cohort if food-grade 
complexity or access blocks progress.

Go/revise/stop decision at day 60 and day 90.

Recommended management decision

Approve the limited market test and necessary validation. Do not authorize unsupported service promises, a broad sales 
rollout, or a forecast of contracts.

LEADERSHIP DECISION RECORD

Owner: CEO / commercial director. Decision: permission to validate the priority cohort, collect technical service proof 
and test outreach after sign-off. Revisit if: insufficient qualified accounts, service-coverage mismatch, procurement 
barriers, or superior evidence for the secondary segment.

Illustrative assessment for a hypothetical supplier. Market and competitor observations draw on public sources; recommendations require client-
specific validation.



EVELYN JEGEDE / ILLUSTRATIVE SAMPLE | 2

INDUSTRY CONTEXT

Why maintenance reliability matters to buyers

Buyers do not purchase “compressed air strategy”; they purchase uptime, reliable production, compliance and control of 
operating costs.

Public evidence Decision relevance What it does not establish

Natural Resources Canada notes that 
leaks can account for 20 to 30% of output 
in some compressed-air systems.

Leak management and operating efficiency 
are credible conversation starters.

Savings achievable at a particular plant, 
or a supplier’s audit competency.

Natural Resources Canada reports that 
routine maintenance can often save 10 to 
20% of compressed-air energy costs.

Energy-related maintenance may support a 
value proposition.

A promise of 10-20% savings for any 
customer.

Government of Canada Job Bank reports 
132,400 employed in Ontario food, 
beverage and tobacco manufacturing in 
2024, with 42.6% in the Toronto region.

This is a substantive, geographically 
concentrated industrial sector.

Number of purchasable compressed-air 
accounts or market share.

Comairco, Atlas Copco, Kaeser and other 
suppliers publicly advertise audits and field 
service.

“We repair compressors” and “we do audits” 
are not sufficient differentiation.

Competitor quality, actual response 
times, or a unique underserved niche.

Two-segment opportunity scorecard

Indicative assessments on a 1 to 5 scale. Higher is more attractive. They are not objective market measurements, and client 
capability checks could change the ranking.

Criterion Weight Food / beverage Metal / machinery

Operational urgency 25% 4/5 4/5

Reachable qualified accounts 20% 4/5 4/5

Defensible differentiation 20% 4/5 3/5

Buying friction (less = better) 15% 3/5 4/5

Observable trigger signals 10% 4/5 3/5

Repeat service potential 10% 5/5 4/5

Indicative weighted score 100% 3.95/5 3.70/5

The 0.25-point lead is modest, not decisive. If food-sector compliance friction, service capability, or procurement access 
proves materially worse than assumed, the ranking should be revisited. Segment scoring is a discussion aid; it does not 
replace buyer evidence.

https://natural-resources.canada.ca/energy-efficiency/energy-star/energy-efficiency-reference-guide-compressed-air
https://www.on.jobbank.gc.ca/trend-analysis/job-market-reports/ontario/sectoral-profile-food-products
https://natural-resources.canada.ca/energy-efficiency/energy-star/energy-efficiency-reference-guide-compressed-air
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COMPETITOR RESEARCH

How five established suppliers position their services

The descriptions below summarize publicly advertised services, not independently verified performance.

Competitor Publicly advertised positioning Implication for an independent supplier

Comairco
Ontario branches, emergency service, rentals, parts, 
energy audits.

A generic 24/7 service claim is already crowded.

Air Solutions Canada
Ontario inventory, dedicated technicians, emergency 
response, optimization.

Response speed needs measurable local proof, not 
slogans.

Atlas Copco
AIRScan assessments cover efficiency, vibration, air 
quality and leaks.

A basic audit is not a defensible standalone differentiator.

Kaeser
Service network, system design, monitoring and 
preventive maintenance.

Supplier must clarify when a local specialist is preferable to 
an OEM network.

Barton Air
Emergency repairs, scheduled maintenance, 
installation and system audits.

Local service and repairs alone are table stakes.

Where an independent supplier could differentiate

A defensible initial proposition is not a new engineering claim. It is a clearly scoped, documented maintenance-continuity 
process that makes the next decision easier: describe the plant’s risk, show what will be checked, specify what buyers will 
receive, and offer a qualified technical conversation.

EXAMPLE POSITIONING MESSAGE | TECHNICAL APPROVAL REQUIRED

“Do you know which compressed-air issue could stop your next production shift? We help local maintenance teams 
document the risks and decide what to address first.”

Claims to verify before going to market

 No promise of same-day response, food-grade air compliance, energy savings or equipment compatibility unless 
verified.

 Do not treat a public manufacturing facility as a qualified opportunity without equipment, procurement and service-fit 
research.

 Do not start with broad paid media, generic trade-show expansion, or every manufacturer in Ontario: there is not yet 
evidence these are the best uses of scarce commercial capacity.

https://bartonair.ca/
https://ca.kaeser.com/en/services/
https://www.atlascopco.com/en-ca/compressors/service/efficiency/air-compressor-audit
https://airsolcan.com/
https://comairco.com/compressed-air-solutions-ontario/
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BUYER RESEARCH / OPPORTUNITY CRITERIA

Buyer roles, buying triggers, and qualification

An industrial account only qualifies if the commercial need and the provider’s technical ability to serve it are credible.

Buyer situation Likely decision team Useful conversation angle

New packaging line / second shift
Plant manager, maintenance 
lead, engineering, QA

Review system readiness, pressure / air quality needs and 
coverage plan.

Repeated outages or temporary 
rentals

Maintenance / reliability, 
purchasing

Document repeat failures and contingency / response 
expectations.

Service contract renewal / poor 
incumbent response

Maintenance manager, 
procurement

Compare documented responsiveness, scope, spares and 
continuity.

Energy and maintenance improvement 
drive

Operations, engineering, finance
Explore whether an instrumented audit is economically 
justified.

Initial qualification gates

 Supportable technician travel radius and after-hours model confirmed.
 Air system materially affects production; not merely incidental workshop demand.
 Technical capability, required certifications and customer references verified.
 Responsible maintenance/operations buyer identifiable, with a plausible change trigger.
 Potential margin, quote response time and operating capacity acceptable.

Public facilities to research, not qualified opportunities

Facility Why it enters research Must verify before contact

Dare Foods, Kitchener
Publicly referenced production/packaging 
activity.

Actual compressed-air reliance, procurement route, service 
fit.

Maple Leaf Foods, Guelph Relevant listed Ontario production site. Equipment, buyer role, current supplier, purchase process.

Maple Leaf Foods, Hamilton
Scale and advanced manufacturing make it a 
market comparator.

Could be too complex for small supplier; likely a defer 
candidate.

https://www.mapleleaffoods.com/about/locations/
https://www.mapleleaffoods.com/about/locations/
https://www.darefoods.com/job/production-packaging/
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EXECUTION DECISION / AFTER THE SPRINT

The 90-day buyer-acquisition experiment

The three-week engagement defines the test and the operating plan. The subsequent 90 days of execution remain with the 
client team.

Window Client-owned action Proof of progress / stop condition

Days 1-30
Commercial lead selects a feasible cohort of approximately 
25 screened accounts; technical lead approves offer; 
marketing prepares landing/quote path.

Account list passes fit checks; two buyer 
interviews; approved proof statements.

Days 31-60
Sales runs two small cohorts with documented outreach and 
follow-up; marketing reviews inbound search and referral 
intent.

Qualified buyer conversations, assessment 
acceptance, objection log; stop if unserviceable 
demand.

Days 61-90
Leadership reviews qualified pipeline, proposal progression, 
delivery capacity and objections.

Go / refine / switch segment with recorded 
commercial rationale.

Implementation handover

Asset Specified output Accountable team

Buyer opportunity map Two segments, ranked criteria, confidence and evidence gaps. CEO / commercial lead

Prospect qualification rules Serviceability gate, buying trigger, buyer roles, disqualifiers. Sales + technical manager

Message brief Two test messages, approved proof claims, CTA for technical conversation. Marketing + engineering

Customer journey brief
Campaign / referral to landing page to structured request to technician to 
quote.

Sales + marketing

Performance decision 
sheet

Weekly cohort, qualified conversations, reviews, quotes, won and reason 
lost.

Sales operations

EXPECTED LEADERSHIP OUTCOME

At the end of the engagement, leadership can authorize a defined buyer-segment test, approve evidence-based 
positioning, and assign the first 90 days of activity with conditions for changing course.
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ENGAGEMENT / TIMING AND SCOPE

Three-week engagement: scope and handover

One product/service line, one geography, up to two buyer segments, up to five public competitors; no execution.

Week Consultant work Client provides Evidence-based handover

1 / Diagnose
Commercial intake, offer/capability 
inventory, existing pipeline/journey review, 
market desk research.

Sales process, technical 
limitations, sample customer 
categories and existing 
materials.

Decision question, scope and 
baseline, risk/assumption register.

2 / Choose
Two-segment evaluation, five-competitor 
review, buyer roles, purchasing triggers 
and positioning options.

Input from sales + technician; 
buyer access if already 
available.

Opportunity map, competitor 
evidence and priority hypotheses.

3 / Decide
Translate winning hypothesis into 
acquisition test, owner responsibilities, 
KPIs and 90-day stage gates.

Executive decision-maker for a 
final review and sign-off.

Executive decision memo, 
outreach/website brief, 90-day 
roadmap.

Executive sign-off framework

Approve Defer Commission separately

Target cohort and value proposition, subject 
to technical verification.

Other industries and product lines without 
sufficient evidence.

Website implementation, outbound 
campaigns, contact-list purchase, 
engineering work or new CRM.

The recommendations depend on current provider capabilities, supply agreements and market access. If the evidence is 
inconclusive, the honest outcome is a no-go or narrower test, not a forced “winner.”
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PUBLIC SOURCES

Sources and research notes

Public sources reviewed in October 2026. Source titles below link to the publisher. Supplier descriptions represent 
advertised services, not independently verified field performance.

Natural Resources Canada. Compressed air systems

Natural Resources Canada. Energy Efficiency Reference Guide: Compressed Air

Government of Canada Job Bank. Ontario food and beverage manufacturing sector profile (2025)

Government of Canada Job Bank. Ontario fabricated metal and machinery manufacturing sector profile (2025)

Comairco. Compressed-air solutions and services in Ontario

Air Solutions Canada. Industrial compressed-air services

Atlas Copco Canada. AIRScan compressor-system audit

Kaeser Compressors Canada. Service and maintenance

Barton Air Compressors. Service and repairs

Save on Energy. Retrofit Program: Prescriptive Stream

Dare Foods. Kitchener production and packaging

Maple Leaf Foods. Ontario facility locations

HOW TO INTERPRET THIS ASSESSMENT

Employment data show industry scale, not a count of potential customers. Competitor websites show how suppliers 
describe their services, not how well those services perform. The segment scores and proposed messaging must be 
tested against the supplier's actual capabilities and discussions with prospective buyers.

This illustrative assessment is based on a hypothetical supplier. It does not describe a previous industrial consulting 
engagement or forecast future pipeline.

https://www.mapleleaffoods.com/about/locations/
https://www.darefoods.com/job/production-packaging/
https://www.saveonenergy.ca/en/For-Business-and-Industry/Programs-and-incentives/Retrofit-Program/Prescriptive
https://bartonair.ca/
https://ca.kaeser.com/en/services/
https://www.atlascopco.com/en-ca/compressors/service/efficiency/air-compressor-audit
https://airsolcan.com/
https://comairco.com/compressed-air-solutions-ontario/
https://www.nu.jobbank.gc.ca/trend-analysis/job-market-reports/ontario/sectoral-profile-fabricated-metal-manufacturing
https://www.on.jobbank.gc.ca/trend-analysis/job-market-reports/ontario/sectoral-profile-food-products
https://natural-resources.canada.ca/energy-efficiency/energy-star/energy-efficiency-reference-guide-compressed-air
https://natural-resources.canada.ca/energy-efficiency/product-energy-ratings/compressed-air-systems
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