GENOA 8 | OPPORTUNITY INTELLIGENCE
ILLUSTRATIVE CASE STUDY

Meridian Workforce Safety

Commercial Decision and Activation Sprint

Meridian Workforce Safety is a fictional European B2B software company created for this illustrative case study. The
opportunity accounts and cited public evidence are real. No referenced company is presented as a client, endorser,
interested buyer or active evaluator of Meridian or Genoa 8.

The commercial decision

Which U.S. segment and initial account portfolio should Meridian prioritize over the next 90 days to create
near-term revenue opportunity and learn whether a repeatable U.S. market-entry motion exists?

Executive recommendation

Concentrate Meridian's first U.S. validation effort on infrastructure and specialty-service contractors that
coordinate distributed field crews under storm, project, acquisition or backlog pressure. Begin with Pike
Corporation, Comfort Systems USA and Primoris Services Corporation, in that order.

Direct mission fit around rapid storm
1 Pike Corporation mobilization and workforce
accountability.

A scale and integration thesis created
2 Comfort Systems USA by acquisitions, operating-company
complexity and rapid growth.

A current scaling condition with clear
3 Primoris Services Corporation safety ownership, but meaningful
incumbent risk.

21 candidates screened 3 immediate validations 4 conditional candidates

Evidence narrowed the universe Ranked for first action Held behind named conditions

Decision in one sentence: Validate the contractor beachhead before approaching regulated utilities directly, and
use the first three accounts to test product fit, access, incumbency and transaction feasibility.
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Why contractors lead the first U.S. move

Public evidence supports a substantial workforce-safety need across both contractors and regulated utilities.
The difference is not need. It is the speed and practicality of validating a commercial opening.

Decision factor

Infrastructure and specialty-service

contractors

Regulated utilities

Operating fit

Visible change

Buyer clarity
Validation path

Strategic value

Evidence supported portfolio

Distributed crews, remote sites,
subcontractor coordination and emergency
deployment map directly to Meridian's
capabilities.

Backlog growth, acquisitions, storm
mobilization and leadership changes create
testable hypotheses.

Safety, field operations, emergency
response, innovation and business-unit
leaders are identifiable.

A bounded operating-company or business-
unit validation can be plausible.

Contractor proof can transfer across
adjacent field-service markets and support a
later utility route.

The need is substantial but often embedded
in mature critical-infrastructure processes.

Public evidence often confirms
responsibility without revealing a current
purchase condition.

Ownership is commonly distributed across
operations, EHS, emergency response,
security, IT and procurement.

Security, procurement and integration
requirements can make first validation slow.

More attractive after contractor evidence or
a direct procurement signal exists.

Classification Commercial meaning

Immediate validation

Conditional validation

Deferred or monitor

Rejected first wave

Pike; Comfort Systems USA; Primoris

BrightView; Davey Tree; MasTec; MYR Group

NextEra/FPL; Quanta; Asplundh; Xcel;
CenterPoint; Eversource; Evergy; Lineage; GXO;
Hitachi Energy

ABM; Moss Construction; Marquette
Management; Greyhound

Enough public evidence exists to justify focused
discovery now. Buying intent remains
unknown.

Relevant, but a named operating, incumbent,
access or timing condition must be resolved
first.

Need may be visible, but procurement,
maturity, access, timing or internal capacity
weakens near-term feasibility.

Disclosed incumbents or internal substitutes
materially weaken a general workforce-
accountability pursuit.

The portfolio is intentionally uneven. A recognizable company is not automatically a good prospect, and the
research was not required to manufacture a fixed number of winners.
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IMMEDIATE VALIDATION 1 OF 3

Pike Corporation

Validate storm mobilization accountability before any broad product pitch

Verified public evidence

Pike states that it has more than 8,000 storm-ready professionals, a national footprint, a dedicated around-the-
clock Storm Center and the ability to mobilize thousands of employees and critical equipment within 24 hours
for hurricanes, ice storms and other grid events.

Genoa 8 commercial interpretation

Rapid multi-region mobilization creates a plausible need for worker and contractor accountability, check-ins,
location-aware communication, missing-status escalation and incident records. Pike provides the clearest
connection between Meridian's capabilities and an observable operating mission. Public evidence does not
establish a current workflow failure or purchase initiative.

Unknowns to validate

¢ The current mass-notification, dispatch, lone-worker and accountability stack.

¢  Whether subcontractors and mutual-aid crews operate inside the same workflow.

¢ Who owns the operating problem, budget and technical decision.

e  Whether any delay, reconciliation burden or coverage gap is material enough to change.

Buyer and access First validation move

Safety or EHS leadership; Storm Center or emergency-response

operations; utility operations; IT, security and identity as Ask one operational question: during a 24-hour storm
technical gates. Seek an operating-owner conversation through  mobilization, how is every employee, contractor and mutual-aid
corporate, supplier and utility-contractor routes rather than crew confirmed, located and escalated when status is missing?

executive-title outreach.

An operating owner acknowledges a consequential visibility, Existing tools already cover the workflow end to end, no
escalation or reconciliation gap that Meridian can address without accountable owner exists, or deployment requirements make a
displacing essential systems. bounded validation unrealistic.

Selected public evidence: Pike Corporation website, including company and storm-response materials, https://www.pike.com/
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Comfort Systems USA

Test whether rapid growth has created a cross-company standardization gap

Verified public evidence

Comfort Systems reports more than 45 operating companies and over 170 U.S. locations. Public company
materials reported 197 locations in 143 cities by mid-2026. Third-quarter 2025 backlog reached $9.38 billion, up
from $5.68 billion one year earlier, and the company disclosed acquisitions expected to add more than $200
million in annual revenue. In 2026 it announced a new COO and an elevated strategy and innovation role.

Genoa 8 commercial interpretation

Decentralized operating companies, acquisitions and backlog growth can create inconsistent emergency and
workforce-accountability practices. Publicly announced operations and innovation leadership provide plausible
entry points. This is an integration-and-scale hypothesis, not evidence that a gap exists or that Comfort Systems
is evaluating a solution.

Unknowns to validate

¢  Whether safety communications and workforce accountability are centralized or locally managed.
¢  Which EHS, emergency-notification, workforce and mobile systems are already deployed.

¢  Whether an operating company can authorize a bounded validation independently.

¢ Who owns enterprise standards, data access and integration requirements.

Buyer and access First validation move

Strategy and innovation leadership; COO and operating- Ask whether acquisitions and growth have created inconsistent
company leadership; regional safety teams; enterprise IT and worker check-in, escalation or incident-accountability practices
security. A local operating-company route may be more across operating companies, and whether one operating
practical than an enterprise-first approach. company presents a contained validation environment.

A named operating company confirms a cross-company or local Enterprise standards already solve the issue, local units lack
workflow gap, a responsible owner and authority to test a contained authority, or the only viable path requires an enterprise-wide
solution. replacement decision.

Selected public evidence: Comfort Systems USA company network and investor releases, https://comfortsystemsusa.com/our-
companies/ and https://investors.comfortsystemsusa.com/
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Primoris Services Corporation

Challenge a mature safety program for one remaining workflow gap

Verified public evidence

Primoris reported 2025 revenue of $7.6 billion, up 19 percent, and backlog of $11.9 billion, including $7.0 billion
in master-service-agreement backlog. Its public materials describe certified safety professionals, training,
accountability, measurement, case management and leadership programs. Primoris also publishes vendor and
supplier access routes.

Genoa 8 commercial interpretation

Growth and backlog create a credible scaling condition, while the mature safety program is both evidence of
ownership and a warning that Primoris may already be adequately served. Meridian should test for a narrow
gap in emergency accountability across dispersed crews and subcontractors, not presume that Primoris needs
another safety platform.

Unknowns to validate

¢ The incumbent systems and the workflows they already handle well.

¢ Whether authority is centralized or held by segments and business units.
e How subcontractors and rapidly changing crews are included.

e  Security, integration, procurement, budget and pilot constraints.

Buyer and access First validation move

Corporate HSE leadership; Energy or Utilities segment Lead with disconfirmation: what does the current safety and
operations; IT, security and enterprise applications; communications stack already handle well, and does any
procurement through published vendor onboarding. Use the consequential workforce-accountability gap remain during fast-

vendor route in parallel with precise operating-owner outreach. moving events?

An HSE or operating owner identifies one material workflow not The existing stack already covers the use case, Meridian would
covered by the current stack and a business unit where validation is duplicate a mature incumbent, or procurement requires an
operationally and commercially feasible. enterprise replacement case before validation.

Selected puhlic evidence: Primoris full-year 2025 results, careers and vendor-contact pages, https://www.prim.com/company-news/
and https://www.prim.com/contact

Meridian illustrative Commercial Decision and Activation Sprint | October 2026 | 5



Strong relevance was not enough

The portfolio retains accounts that remain commercially plausible while withholding immediate-pursuit status
until a specific condition is resolved. It also records examples where public evidence weakens the thesis.

Conditional validation

Why it remains viable Condition before advancing

BrightView

Davey Tree

MasTec

MYR Group

Selected first-wave eliminations

Large distributed field workforce, thousands
of properties, weather exposure and visible
safety practices.

Utility line clearance, storm response, North
American field operations and training
infrastructure.

Large infrastructure workforce, acquisitions
and visible safety ownership.

Craft workforce, safety-linked incentives
and meaningful training investment.

Confirm the emergency check-in platform,
enterprise owner and existence of an
unresolved workflow.

Determine whether internal software
already provides adequate workforce
accountability.

Find a business-unit workflow that is not
already standardized and can be purchased
locally.

Identify a current change event, technology
initiative or named operational sponsor.

Candidate Verified or disclosed condition

ABM

Moss Construction

Marquette Management

Greyhound

Public emphasis on technology
modernization and ABM Connect indicates a
meaningful internal-platform substitute.

AlertMedia publicly identifies Moss
Construction as a customer.

AlertMedia publicly identifies Marquette as
a customer supporting field leasing-
consultant safety.

AlertMedia publicly identifies Greyhound as
a customer using multi-channel driver
communications.

Do not pursue without evidence of a distinct
uncovered workflow.

Do not treat as a general emergency-
communications opening.

Do not treat as a general field-safety
opening.

Do not treat as a general driver-
communications opening.
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Move from recommendation to validation

The first credible conversation should begin with the person who owns the operating workflow and can explain
what happens under pressure. Senior leadership may sponsor a decision later, but title alone is not evidence of
ownership or access.

Operating owner Access hypothesis First question

How is every worker and

pike Safety, Storm Center or Corporate and supplier routes; contractor confirmed and
emergency-response operations  utility-contractor introductions escalated during rapid
mobilization?
Operating-company safety or Local operating-company Has growth created inconsistent
Comfort Systems operations; strategy and validation before enterprise accountability practices across
innovation expansion operating companies?
Published vendor route plus What does the current stack
. . Corporate HSE or Energy and . .
Primoris i . precise operating-owner already handle, and where does
Utilities operations . .
outreach one material gap remain?

First ten business days

Prepare one concise evidence and . .
A precise reason to engage without

1 hypothesis sheet for each immediate .
unsupported claims.
account.
Confirm current safety, operations, L
2 ¥, 0P A realistic owner and access path.

technology and procurement roles.

Sequence Pike first, Comfort Systems Concentrated validation rather than
3 . . .
second and Primoris third. broad-market outreach.
4 Ask what already works before Early elimination of false positives and
presenting a solution. incumbent duplication.
Advance only a bounded workflow with . .
. A transaction hypothesis ready for
5 an owner, consequence and feasible

purchase path separate execution.

Advance only when

e A specific failure, delay, coverage gap or manual burden is acknowledged by an operating owner.

¢ The consequence affects safety, continuity, claims, compliance, customer commitments or supervisor time.
e Existing tools leave a distinct gap Meridian can complement or replace.

e A pilot or limited deployment can move through a realistic technical and commercial path.
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What this decision changes

Value layer Without this work With this work

Three evidence-supported accounts, a

A broad U.S. prospect list and generic
sequence, a reason to engage and a first

Immediate

outreach. L .
validation question.
. Time is allocated according to evidence,
. Sales effort follows attractive logos and . .g
Operational . buyer ownership, access, incumbency
untested assumptions. . s
and transaction feasibility.
. Meridian begins with a contractor
. The U.S. market is treated as one & .
Strategic beachhead that can generate learning,

undifferentiated opportunity. proof and a later utility pathway.

The output is more than a hot-account list

e It tells leadership where to concentrate limited commercial capacity now.

e It shows why each priority survived and what fact could eliminate it.

e It maps the operating owner, technical gate and most plausible entry route.

e It converts public evidence into a disciplined validation sequence.

e It establishes what must be learned before Meridian invests in broader U.S. market development.

What Meridian should learn before expanding toward utilities

. The answer should define Meridian's initial U.S. use case and
Which workflow creates the clearest measurable consequence?

proof standard.
Which operating buyer will own and fund a bounded Market fit is incomplete until authority and budget ownership
deployment? are understood.

A credible U.S. motion must work with the installed

Which incumbent systems must Meridian complement? .
environment rather than assume replacement.

Evidence from one bounded operating environment can reduce

Can a contractor validation produce transferable proof? - J . .
risk in later utility and infrastructure pursuits.

The commercial objective is not to prove that the market is large. It is to determine whether Meridian can create
a repeatable path from observable operating change to qualified conversation, bounded validation and
eventual revenue.
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Evidence sources

Pike workforce and storm mobilization Pike Corporation, https://www.pike.com/

Comfort Systems USA, https://comfortsystemsusa.com/our-

Comfort Systems operating-company network .
¥ P & pany companies/

Comfort Systems backlog and acquisitions Q3 2025 results, https://investors.comfortsystemsusa.com/

2026 leadership announcement,

Comfort Systems leadership changes .
https://investors.comfortsystemsusa.com/

Primoris growth and backlog Full-year 2025 results, https://www.prim.com/company-news/

Careers and contact pages, https://www.prim.com/careers and

Primoris safety and vendor access .
https://www.prim.com/contact

2025 Form 10-K and investor overview,

BrightView workforce and operations . . . .
& p https://investor.brightview.com/overview/

Davey Tree operations and training Davey Tree company materials, https://www.davey.com/

Investor materials, https://investors.mastec.com/ and

MasT MYR li -
asTec and public company context https://investor.myrgroup.com/

AlertMedia customer spotlights,

Disclosed incumbent examples https://www.alertmedia.com/customer-spotlight/

How to read the account language

Verified public facts are stated as facts and tied to selected sources. Genoa 8's commercial conclusions are
identified as interpretations or recommendations. Conditions not established publicly are presented as
unknowns, validation questions or advance and stop conditions.

lllustrative case study disclosure

Meridian Workforce Safety is fictional. Referenced opportunity accounts and public evidence are real. No
reference implies that any company is a Genoa 8 or Meridian client, has endorsed either organization, has
expressed purchasing interest, has acknowledged a business problem or is actively evaluating a solution. Public
information can support a commercial hypothesis; it does not establish buying intent unless an organization
expressly discloses relevant procurement, evaluation, budget or equivalent activity.

Use and freshness

Prepared as an illustrative public sample using information reviewed through 3 October 2026. Companies, roles,
programs, systems and market conditions can change. Facts and contacts should be refreshed before external
use. Final legal language remains subject to separate review before publication.

Genoa 8 LLC | Opportunity Intelligence | info@genoa8.com
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