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Lower Peninsula Fire Suppression: What a Real
Market Map Actually Shows
A ranked buy-side map of Michigan's fire suppression independents shows the sector is
quieter than the M&A press suggests and moving faster than most owners realize. What that
means for anyone thinking about buying or selling into it.

We recently built a full independent-target map of the fire suppression sector across
Michigan's Lower Peninsula for a founder-led buyer. Fifty-seven firms, one owner-operator
at a time, sourced entirely from public evidence and cross-checked against consolidator
press releases, municipal registered-contractor lists, licensure filings, and third-party
estimate services. Every value in the file is tied to a URL.

The map itself is confidential. The pattern is not.

Sharing it here because what the map shows is more useful than any one target on it, and
because the shape of this market is a good reminder of how quickly a fragmented, "quiet"
sector can be reshaped by two or three well-capitalized platforms while the independent
owners inside it are still deciding whether it is time to think about a sale.

The headline
The Lower Peninsula outside Metro Detroit is already heavily consolidated at the branch level. It is
not consolidated at the ownership level. That gap is the entire opportunity, and it is closing.

Summit Fire Protection alone operates Michigan branches across five Lower Peninsula cities
and has completed a string of acquisitions since 2018. Pye-Barker Fire & Safety completed
fifty-seven acquisitions company-wide in 2025 and holds Grand Rapids, Kalamazoo, and
Saginaw positions. CertaSite (APi Group), Shambaugh & Son (EMCOR), Fire Pros (RHV Capital),
and MRE Capital have all moved on Michigan targets in the last twenty-four months.
Thompson Safety and Midwest Alarm both closed on Lower Peninsula independents in the
fall of 2024. The largest independent-lineage platform in West Michigan took a
growth-capital recapitalization in February.

Meanwhile, the mid-size independents that supply the actual technicians on Michigan
hospital, nursing home, and multi-site commercial routes remain overwhelmingly
family-held. Three-generation ownership is common. Husband-and-wife owner pairs sit on
top of forty-plus-employee field operations. Founders who started firms in the late 1970s
and early 1980s are still the president. In several cases, the affiliated peer at the same
physical address has already sold to a consolidator, and the family down the hall has not.
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What the pattern actually looks like
If you strip out the names and just look at profiles, the Lower Peninsula independent fire
suppression owner set falls into four recognizable shapes.

One. Multi-generation family sprinkler contractors, $10-20M revenue range, no announced
succession. These are the platforms. Sixty to eighty employees, in-house design and
engineering, fabrication capacity, and a book anchored by construction and long-cycle
service work. The oldest of these are moving into a third generation. The second generation
is running the business day-to-day and thinking about liquidity even when they are not yet
talking about it publicly.

Two. Small licensed independents run by an owner-operator with one or two support staff.
These are tuck-ins to a platform, not standalone acquisitions. Their value sits in the license
file, the recurring inspection route, and the customer relationships, not in the enterprise
itself. Consolidators buy them in batches.

Three. Regional multi-branch independents with a professional general manager already in
place. Rare, but the cleanest acquisition shape in the sector. Twenty-plus years of
ownership, a documented license file, a management layer that survives the transition, and a
book split across alarm, sprinkler, extinguisher, and monitoring. When one of these trades, it
usually trades to whoever asked first.

Four. Older single-technician firms with founder-only leadership and no visible succession
path. Not acquisition candidates. Route acquisitions at best. When the founder steps back,
the business winds down rather than sells.

Reading a fragmented sector well is a matter of recognizing which shape is on the other end
of the phone before you dial it, and calibrating the conversation accordingly. A
three-generation family sprinkler contractor does not need to hear about EBITDA multiples
on the first call. They need to hear that you understand why the second generation is tired
and the third generation is thirty-two.

The licensing gate that most out-of-state buyers miss
Michigan's Public Act 207 of 1941 requires fire alarm and fire suppression installation, testing,
servicing, inspection, and maintenance in state-regulated facilities to be performed by a firm
certified by the Bureau of Fire Services, employing at least one qualifying person, on a
three-year certification cycle. The state's Health Care Facilities Fire Safety Rules expressly
cover nursing homes, hospitals, homes for the aged, and freestanding surgical outpatient
facilities.

That is not a soft screen. It is a hard gate at close. A buyer that acquires an unlicensed
target, or a target whose qualifying person leaves during transition, loses the ability to
service the exact accounts that made the target attractive in the first place. This shows up
as a diligence surprise more often than it should.

Michigan does not publish a machine-readable roster of currently certified BFS firms. Only
one target in the study we ran published its certificate numbers on its own website. Every
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other target's license status has to be confirmed directly with LARA before any absorption
commitment is made. This is the kind of detail a buy-side team either handles or does not,
and the answer materially affects the price a buyer should be willing to pay.

What this means for owners
If you own a Lower Peninsula fire suppression business and you are eight to twenty-four
months from wanting to have the conversation, the market timing is more sensitive than it
looks. The two or three consolidators actively buying Michigan will run out of targets in your
county. Some of them already have. The firms most likely to receive a call from a
well-prepared strategic buyer in the next twelve months are the ones the family down the
road just sold to. You do not need to be first. You do need to be ready when your turn
comes, and being ready is not the same as being open to a call.

Ready means: current LARA firm certification and qualifying-person roster clean and
documented, three-year trailing financials in a form a buyer can read, customer
concentration analyzed, technician retention and licensure documented, and a defensible
answer to the question of who runs the business the day after close. Most owner-operators
can get to that state in ninety to one hundred and twenty days of focused work. Very few
are there today.

What this means for buyers
If you are looking at Michigan fire suppression as a platform acquisition, the window in which
a first-institutional-capital owner can still buy a real independent with real scale is
measured in quarters, not years. The best-positioned targets are the two-to-three-branch
regionals with a professional GM layer already installed and a defensible license file. There
are only a handful of these in the LP. Every one of them is on somebody's list.

The right search process in this environment is not a mass-mail campaign. It is a small,
deeply researched, sequenced, principal-to-principal conversation with a limited number of
families who fit a specific absorption profile. The math on that kind of process is not about
volume. It is about being the first, second, or third serious call that owner has ever taken,
and being memorable enough that the family calls back when they are ready.

How we work
We build market maps like the one behind this note before we sign an engagement, not
after. That is a deliberate choice about how we show up. The founder gets to see the depth
of what we do before they commit to anything, and we get to see whether the situation is
one we can actually help before we quote a fee.

If any of the above sounds like a conversation worth having, whether you own one of the
businesses this piece describes or you are looking to acquire one, we are easy to reach.

Second Chair Advisory is a principal-led strategic advisory firm for business owners at critical inflection points. We
sit next to you, not across from you.
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Reach us at 2ndchairadvisory.com/contact.

Second Chair Advisory LLC is not a registered broker-dealer, investment adviser, law firm, CPA firm, or lender. Regulated diligence,
valuation opinions, financing execution, legal, tax, and accounting work is handled by appropriately licensed parties under
separate engagement.

https://2ndchairadvisory.com/contact

