Build and Sell AT Automations to Local
Businesses

By Joe Giler
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Chapter 1: Pick One Niche and One Painful Workflow to Fix
First

The most common way people fail at selling AT automations isn't bad technical skill. It's being vague. They build a website that
says "Al solutions for businesses of all sizes," post on LinkedIn about "transforming operations,” and then wonder why nobody
calls. A local business owner reads "AI automation" and thinks one of three things: "That's for big companies," "That's going to

replace my staff and my customers will hate it," or "Another guy trying to sell me something I don't understand."

The fix is not a better pitch. The fix is narrowing down until your offer is so specific that the right owner reads it and thinks,
"That's my exact problem. How did he know?" This chapter walks you through choosing one niche, finding one painful workflow
inside it, checking that it's worth money, and committing to it long enough to get good. Everything else in this book (pricing,

building, selling, retaining) gets easier once this decision is made well. It gets much harder when it's made badly.

Why "AI for Any Business'" Doesn't Sell

Picture two offers landing in the inbox of a plumbing company owner:

o Offer A: "We help businesses use Al to automate workflows, save time, and grow revenue."

¢ Offer B: "When your techs are on a job and miss a call, the caller gets a text within 60 seconds asking what they need,
and your dispatcher gets a summary. Most plumbing calls that go to voicemail never call back. They call the next
company on Google."

Offer A asks the owner to do the work of figuring out what you mean, whether it applies to them, and what it would cost. Offer B
already did that work. It names the situation (techs on a job), the pain (missed calls), the consequence (lost to a competitor), and

the fix (a text and a summary). The owner can picture it working by Tuesday.
Specific beats general for a few practical reasons:

¢ Your marketing gets cheaper. You know which Facebook groups, trade associations, supply houses, and directories

to show up in. "Businesses" lives everywhere and nowhere.

¢ Your builds get faster. The fifth missed-call system you build for a home services company takes a fraction of the time

the first one did, because the software, the edge cases, and the owner's objections are all the same.

¢ Your referrals compound. Owners in the same trade talk to each other. A roofer tells another roofer. A dentist
doesn't usually refer you to a bakery.

¢ You sound like an insider. After ten calls with HVAC owners you know what a "callback" means, why summer is

chaos, and why they hate their answering service. That fluency is a big part of why people buy.

¢ Pricing becomes defensible. When you can point to how a fix works in businesses like theirs, you're selling a known

outcome instead of hourly experiments.

The fear people have is "If I niche down, I'm turning away business." In practice, at the start you have no business to turn away.
Narrowing doesn't shrink your market. It makes you visible to a market that was ignoring you. You can still take an off-niche

project if it walks in the door. You just don't chase them.

The Five Tests for a Good Niche

A niche is worth your time when it passes all five of these. Not three out of five. All five. If one fails, you'll feel it later as slow sales,

endless support, or clients who can't pay.

1. They have money and margin. The business needs enough revenue per customer that recovering a few customers a
month is worth real money. A plumbing job, a dental implant consult, a roof replacement, a real estate listing, or a
personal injury case is worth hundreds to tens of thousands of dollars. A coffee order is worth five. Businesses with high

ticket values and decent margins can afford a few hundred dollars a month for a system that pays for itself. Businesses



running on thin margins (most independent restaurants, many small retailers) will push back on every dollar, even when

the math works.

2. They have a repeatable, painful workflow. The pain has to happen often (daily or weekly), cost time or money in a
way the owner already feels, and look roughly the same from one business to the next in that niche. If every business in
the niche does things completely differently, you're doing custom consulting, not selling a product.

3. You can reach the decision-maker. In a 6-person roofing company, the owner answers the phone, reads email, and
makes the call. In a hospital, there are procurement departments, IT security reviews, and nine-month sales cycles. Start

where the person you talk to can say yes on the call.

4. Their software stack is workable. Most local businesses run on a handful of tools: a CRM or field service platform, a
calendar, a phone system, email, maybe accounting software. If the niche's main software has an API, Zapier/Make
integration, or at least reliable email notifications you can parse, you can build. If the niche runs on a 20-year-old desktop
program with no export, you're going to fight the tools on every job.

5. The regulatory risk is manageable for you. Healthcare touches HIPAA in the US. Legal touches attorney-client
privilege and bar advertising rules. Finance touches compliance requirements. Texting customers touches TCPA rules
and carrier registration requirements. None of these make a niche off-limits, but they raise the bar on how careful you
must be and how much you need professional advice. If you're new, start with lower-risk niches and add regulated ones

once you know what you're doing.

Niches Worth a Hard Look in 2026 (With the Downsides)

Below is an honest rundown of local niches that tend to work for automation sellers. None of these is a guarantee. Each has a real

weakness, and I'm listing those so you pick with your eyes open.
Home services (HVAC, plumbing, electrical, roofing, garage doors, pest control)

¢ Why it works: High ticket jobs, urgent customer needs, owners who are on job sites instead of at a desk, and a constant
stream of inbound calls from Google. Missed calls, slow quote follow-up, and review requests are near-universal pain
points.

¢ Common software: Jobber, Housecall Pro, ServiceTitan (larger shops), Workiz, and plain Google Calendar plus a
spreadsheet at the small end.

¢ The downside: Owners are busy, skeptical, and often get pitched by marketing agencies weekly. They've been burned.
You'll need to prove you're different by being concrete and fast. Also, ServiceTitan shops tend to be larger and may

already have in-house admins or vendors handling this.
Dental practices and med spas

¢ Why it works: High patient value, real no-show problems, recall/reactivation opportunities, and front desks that are
stretched thin.

¢ Common software: Dentrix, Eaglesoft, Open Dental for dental; Boulevard, Mangomint, Vagaro and similar tools in
aesthetics.

¢ The downside: Patient data is health information. In the US, if you handle protected health information for a covered
entity, HIPAA applies, and you'll typically need a Business Associate Agreement and vendors who'll sign BAAs too. Many
common automation tools and AI APIs either don't sign BAAs on lower plans or require specific enterprise setups. This is
a real constraint, not a box to tick. Talk to a healthcare compliance professional before you touch patient data. Also,

practice management software is often harder to integrate with than home services tools.
Real estate agents and small brokerages

¢ Why it works: Lead response speed matters a lot, agents are often solo or in small teams, and they're used to paying for

tools.



¢ Common software: Follow Up Boss, kvCORE/BoldTrail, Lofty, plus Zillow and Realtor.com lead sources.

¢ The downside: Income is volatile, so churn is high when the market slows. Many agents already pay for CRMs with
built-in automation and may not use what they have. Your job is often to configure what they own rather than build

something new, which caps what you can charge.
Small law firms (personal injury, family law, estate planning, immigration)

¢ Why it works: Case values can be very high, intake is a known bottleneck, and many firms lose leads to slow response.
¢ Common software: Clio, MyCase, PracticePanther, Lawmatics.

¢ The downside: Confidentiality, conflict checks, and bar rules about advertising and solicitation. An Al that says
something that sounds like legal advice is a problem for the firm. Lawyers are also careful buyers who read contracts

closely, which slows sales. Good niche for your second or third year, not your first month.
Auto repair and body shops

¢ Why it works: Steady call volume, estimate follow-up, and service reminders are all automatable.
¢ Common software: Tekmetric, Shopmonkey, Mitchell1 and others.

¢ The downside: Owners can be very hands-on and price-sensitive, and integrations vary widely by shop software.
Property managers (small to mid-size)

¢ Why it works: Maintenance requests, tenant questions, and leasing inquiries are repetitive and constant.
¢ Common software: AppFolio, Buildium, Rent Manager.

¢ The downside: Fair housing rules apply to leasing communication, so anything that answers prospective tenants needs

careful review. Larger platforms already include some automation features.
Niches I'd skip as a beginner

¢ Independent restaurants: Thin margins, high staff turnover, owners who are exhausted. The pain is real but the
budget usually isn't.

¢ Brand-new businesses: They don't have enough volume for automation to matter. You'd be automating zero.
¢ Franchise locations: Corporate often controls the software and won't let a local owner add tools.

¢ Anyone who says "I want AI" but can't name a problem: That's a tire-kicker, not a niche.

Score Your Options Instead of Going With Your Gut

Take your top three or four candidate niches and score each one from 1 to 5 on these factors. Be honest. Inflating scores only fools

you.

sy

. Customer value: How much is one extra customer worth to them? (1 = under $100, 5 = several thousand dollars or

more)
2. Pain frequency: How often does the workflow problem happen? (1 = monthly, 5 = multiple times a day)

3. Reachability: Can you get in front of owners easily? Do you know any? Are there local associations, groups, or supply

houses? (1 = no idea how, 5 = I know people already)

4. Stack friendliness: Does the common software have integrations or an API? (1 = locked down, 5 = native Zapier/Make
integration or good API)

5. Regulatory simplicity: (1 = heavy rules like healthcare data, 5 = light rules)

6. Your edge: Have you worked in or around this industry? Do you understand their language? (1 = never, 5 = I worked
there)



Add them up. Anything below 18 out of 30 is a weak bet. Above 22 is worth a serious test. If two niches score close, pick the one

where your edge score is higher. Familiarity shortens every conversation.

Don't underrate the "your edge" column. If you spent four years as a dispatcher for an HVAC company, you have something no
YouTube course can give you: you know exactly where calls fall through the cracks, what the owner yells about, and which

software features nobody uses. That's worth more than any technical skill in the early months.

What Makes a Workflow "Painful Enough" to Pay For

Once you have a niche, you need one workflow. Not a platform, not an "Al transformation." One fix. A workflow is worth fixing
first when it has these traits:
¢ It's frequent. Happens daily or weekly. A once-a-quarter task saves too little to justify a monthly fee.

¢ It leaks money, not just time. Owners will say they want to save time, but they pay to stop losing money. "Your office

manager saves 3 hours a week" is nice. "You stop losing jobs to the competitor who called back faster" is urgent.

¢ It has a clear before-and-after. You can measure it: response time, number of reviews, no-show rate, quotes followed

up. If you can't measure it, you can't prove it worked, and you'll lose the client at renewal.

¢ It has a clear owner inside the business. Someone is responsible for it today (or should be). That person becomes

your ally or your obstacle.

¢ It doesn't require the AI to make high-stakes judgment calls. Sending a reminder is low risk. Quoting a price,
diagnosing a problem, or giving legal or medical guidance is high risk.

¢ It mostly lives inside software they already use. The less you have to change their habits, the more likely it sticks.

Workflows That Tend to Sell First
These are starter workflows with a track record across local business niches. They're not glamorous. That's the point. They work,
they're measurable, and owners understand them in one sentence.

1. Missed-call text-back

When a call goes unanswered, the caller automatically gets a text: "Sorry we missed you, this is [Business]. What can we help
with?" Their reply is logged and the team is notified. Optional AI layer: summarize the text conversation and categorize the lead

(emergency, quote request, existing customer, spam).
Why it sells: Every service business misses calls. Owners know it. The fix is easy to explain and quick to show.

Watch out for: Business texting in the US requires A2P 10DLC registration through your SMS provider (Twilio and similar
providers walk you through it), and consent and opt-out rules apply under laws like the TCPA. Registration can take days to weeks
and can get rejected for sloppy paperwork. Build that delay into your timeline. Get qualified legal advice on consent language for

your situation.
2. Speed-to-lead on web form and ad leads

When someone fills out a website form or a Facebook/Google lead form, they get a personalized text and email within a minute,
and the lead lands in the CRM with a task for follow-up. AI can draft the first response based on what they wrote.

Why it sells: Many businesses pay for leads and then respond hours or days later. Fixing response speed doesn't require more ad

spend.
3. Review requests after completed jobs

When a job is marked complete in the field service software, the customer gets a text asking how it went, with a direct link to the
Google review page. Optional: route unhappy responses to the owner first so they can fix the problem. (Be careful here: Google's



policies prohibit "review gating," meaning selectively asking only happy customers to post reviews. Ask everyone; you can still flag

complaints internally.)
Why it sells: Owners understand reviews drive calls. It's visible proof of results.

Watch out for: Tools like Podium, Birdeye, and NiceJob already sell this. Your edge is integrating it with their exact job software

and pricing it lower, or bundling it with other fixes.
4. Appointment reminders and no-show reduction

Automated confirmations and reminders by text, with easy reply-to-reschedule. Optional AI layer: handle reschedule replies in

plain language and offer open slots.

Why it sells: No-shows cost real money in any appointment business. Many practice management tools have basic reminders, so

check what they already have before pitching.
5. Quote and estimate follow-up

When an estimate is sent but not accepted after a set number of days, the customer gets a friendly check-in sequence. Owners

often send quotes and never follow up because they're busy doing the work.

Why it sells: It recovers revenue from work the business already did. Every closed quote is easy to count.
6. Intake form to CRM with AI summary

New inquiries (emails, forms, voicemails transcribed) get parsed by an Al model into structured fields (name, service needed,

urgency, address) and dropped into the CRM. Staff stop retyping.

Why it sells: It saves admin time and reduces errors. It's a good second project after a revenue-focused first one.

Workflows to Avoid as Your First Project

¢ Full Al voice receptionists. Voice Al tools have improved a lot, and some businesses use them well. But as your first
build they're risky: callers get frustrated, edge cases are endless, mistakes happen in real time in front of customers, and

one bad call can end the relationship. Offer this later, once you've built trust and have a clear fallback to humans.

¢ Website chatbots for low-traffic sites. If a site gets a few hundred visitors a month, a chatbot gets a handful of

conversations. Nobody will feel the value.

¢ Anything that replaces professional judgment. Al pricing quotes, diagnosing problems, answering legal or
medical questions. AI models still confidently make things up. That's acceptable for drafting; it's not acceptable for

decisions customers rely on.

¢ Data migrations and CRM rebuilds. These are huge, messy, and blame-prone. Whatever was broken before becomes

your fault.

¢ "Automate my whole business." No. One workflow. Prove it. Expand.

How to Find the Pain: The 15-Conversation Rule

Before you build anything, talk to at least 15 business owners or managers in your niche. Not pitches. Conversations. You're trying

to learn where their week breaks.
Where to find them:

¢ People you already know: your own plumber, dentist, mechanic, the roofer who did your neighbor's house.
¢ Local chamber of commerce and BNI-style networking groups.

¢ Trade supply houses (HVAC and plumbing supply counters are full of owners at 7 a.m.).

¢ Facebook groups and subreddits for the trade (read the complaints; they're gold).



¢ Direct outreach: "I'm researching how [trade] businesses handle missed calls and follow-up. Could I buy you a coffee and

ask 10 minutes of questions? I'm not selling anything on this call."

Mean the "not selling" part. If you pitch in a research call, you stop learning.
Questions that actually surface pain

1. "Walk me through what happens from the moment a new customer calls or fills out a form until the job is done and paid."
2. "Where does that process break down most often?"

. "What happens when you miss a call? Do you know how many you miss in a week?"

. "How do you follow up on quotes that don't get accepted right away?"

. "What do you or your office person do every day that feels like a waste?"

3
4
5
6. "What software do you use for scheduling, invoicing, and customer info? What do you like and hate about it?"
7. "Have you tried to fix this before? What happened?"

8

. "If this one thing were fixed, what would that be worth to you?"

Question 7 matters more than people think. If they tried an answering service, a marketing agency, or a software tool and it failed,

you need to know why. That's the objection you'll face when you pitch, and the thing your solution has to do differently.

Take notes in a simple spreadsheet: business name, size, software, top three pains in their words, how they currently cope, and
whether they'd want to see a solution. After 15 conversations, patterns jump out. If eight of fifteen bring up missed calls without

you prompting them, you've found your workflow.

If no pattern shows up, that's information too. Either the niche doesn't have a shared pain you can fix, or you're asking the wrong

questions. Don't force it. Go back to your scoring sheet.

Do the Money Math Before You Build

Owners buy outcomes they can price. You need a simple, honest way to show what the problem costs. Here's how to do it without

making up numbers.

Ilustrative scenario (not a real client): A 5-truck HVAC company. During your research call, the owner pulls up their phone
system report and sees roughly 40 missed calls in the past month during business hours. Not all are new customers. Some are
vendors, spam, or existing customers who'll call back. Ask the owner to estimate what share are real new-job inquiries. Say they

guess a third, so about 13.

Now ask: "Of those, how many do you think you lose to someone else?" Owners often say "most," but be conservative. Say half:

about 6 or 7 lost jobs a month.

Ask for their average ticket for a service call. Say they tell you somewhere around $300 to $500, with occasional replacement jobs

much higher.

The rough math: 6 lost jobs x $400 = $2,400 a month walking away. Even if your fix recovers only a third of those, that's around

$800 a month in recovered revenue, before counting any larger replacement jobs.

Notice what we did: every number came from the owner's own data or estimates, and we discounted heavily at each
step. You're not promising $2,400. You're showing that even a cautious slice of the problem covers your fee. That's honest, and it's

far more convincing than a claim from an industry report you can't verify.

Present it as a range and say plainly that it's an estimate: "Based on your numbers, the missed calls are probably costing you
somewhere between a few hundred and a couple thousand dollars a month. I can't promise exactly how much we'll recover. Here's

how we'll measure it so you can decide if it's worth keeping."

That last sentence is the one that builds trust.



Know the Tools You'll Build With

Your niche choice should fit your toolkit. In 2026, most local automation work is built with a small set of real, widely used tools:

Zapier: Easiest to learn, largest catalog of app integrations, more expensive at volume. Good for simple triggers and

actions.

Make (formerly Integromat): More visual, cheaper per operation, better for complex branching logic. A steeper
learning curve than Zapier.

n8n: Open-source, can be self-hosted, very flexible, good for cost control at volume. Requires more technical comfort,
and if you self-host, you're responsible for uptime and security.

Twilio: SMS and voice infrastructure. Powers a lot of text-back and reminder systems. Requires A2P 10DLC registration

for business texting in the US.
Al model APIs: OpenAl, Anthropic (Claude), and Google (Gemini) all offer APIs for summarizing, classifying, and

drafting text. Costs per request for short local business tasks are usually small, but they're not zero, and they vary by
model. Check current pricing directly with each provider.

All-in-one platforms: GoHighLevel is popular with agencies serving local businesses. It bundles CRM, texting,
funnels, and automations and can be white-labeled. It's powerful but cluttered, and you're dependent on their platform
decisions and pricing.

Google Workspace and Sheets: Still the glue for a lot of small business data. Don't underestimate a well-structured

Google Sheet as a simple database for a small client.

Pick one automation platform and get good at it before adding others. Clients don't care whether you used Zapier or Make. They

care that the text goes out every time.

Check the Niche's Software Before You Commit

This step is skipped constantly and causes real pain. Before you pick a workflow, verify that you can actually connect to the

software the niche uses.

=

5.

List the top two or three platforms the businesses you talked to use.

Search Zapier's and Make's app directories for each one. Note which triggers and actions exist. "New job completed" as a

trigger is very different from "new customer created."

. Check if the platform has a public API, and whether access requires a higher plan tier. Some field service and practice

management tools only expose APIs on premium plans or require a partner application.

If there's no integration, check whether the software sends email notifications for the events you need. Parsing a

notification email is a valid (if fragile) workaround.

Sign up for a trial or demo account where possible and actually trigger the event you'll depend on.

If the workflow you want to fix depends on a trigger that doesn't exist, find out now, not after you've taken a deposit.

The Hard Truths About Niche and Workflow Selection

Your first niche might be wrong. That's normal. Commit to it for 60 to 9o days of real outreach before judging. If
after that you've had dozens of real conversations and nobody's buying, change something: the niche, the workflow, or the
offer. Don't change all three at once or you won't know what fixed it.

Competitors already exist. Podium, Birdeye, GoHighLevel agencies, answering services, and the software vendors
themselves all sell pieces of this. You're not inventing a category. Your advantages are local presence, setup done for

them, integration with their exact tools, and actual human support.
The software vendors keep adding features. Jobber, Housecall Pro, and others add automation features regularly.
Something you charge for today might be a free checkbox next year. Plan to keep moving up to harder workflows over

time.



¢ Many owners won't buy even when the math is obvious. They're busy, burned out, or skeptical. A realistic
expectation is that most of your conversations won't turn into sales, especially early. That's not a sign the niche is bad. It's

sales.

¢ Al is the smallest part of most of these builds. Missed-call text-back mostly works without AI. The Al layer
(summaries, categorization, drafting) adds value but isn't the core. If you sell "AI" and deliver plumbing between apps,
that's fine; just don't oversell the AL

Write Your One-Page Niche Decision

Before you move on, put your decision on one page. This keeps you honest and becomes the foundation of your outreach and your
scope documents.

¢ Niche: (e.g., residential HVAC and plumbing companies with 2 to 15 technicians in my metro area)

¢ Who decides: (e.g., owner, sometimes with office manager)

¢ Their common software: (e.g., Jobber, Housecall Pro, Google Business Profile, a mix of phone providers)

¢ The workflow I fix first: (e.g., missed-call text-back with lead summary to dispatcher)

¢ The pain in their words: (quote the owners you talked to)

¢ How we'll measure it: (e.g., missed calls per week, number of texted callers who reply, jobs booked from text-back

conversations)
¢ What it's likely worth to them: (an honest range, labeled as an estimate)
¢ What I won't do in the first project: (e.g., no voice Al, no CRM migration, no Al pricing)
¢ Tools I'll build with: (e.g., Make, Twilio, one AI API for summaries)

¢ Known risks: (e.g., 10DLC registration delays, phone system without call webhooks)

If you can't fill in every line, you're not done researching.

A 30-Day Plan to Lock This In

[

Days 1 to 3: Score three to four niche candidates. Pick one.

2. Days 4 to 7: Research their software stack. Confirm integrations exist for at least two candidate workflows.

3. Days 8 to 21: Hold 15 research conversations. Log everything in a spreadsheet.

4. Days 22 to 24: Review your notes. Pick the single workflow that came up most and passes the "painful enough" test.
5

. Days 25 to 28: Build a working demo of that workflow using your own test accounts. It doesn't need to be perfect. It

needs to work live on a call.

6. Days 29 to 30: Go back to the three or four owners who were most interested and show them the demo. Ask if they'd

pay to have it set up. Their answers tell you whether you've got an offer.

Notice you don't make a logo, website, or LinkedIn content plan in this 30 days. Those come after you know what you're selling
and who's buying.

Quick Quiz
1. Name the five tests a niche should pass before you commit to it.
2. Why is "it saves your office manager time" usually a weaker pitch than "it stops you losing jobs"?

3. When estimating the value of fixing a workflow, where should your numbers come from, and how should you present
them?

4. Give two reasons a full AI voice receptionist is a risky first project.

Answers: 1) They have money and margin; they have a repeatable, painful workflow; you can reach the decision-maker; their

software stack is workable; and the regulatory risk is manageable for you. 2) Owners pay to stop losing money more readily than to



