


Software Rollouts: Lessons from 
a Family HVAC Business

Presented by: 
Garrett Montrone
Project Manager
Western Sheet Metal – Salt Lake City, UT
https://westernsheetmetal.net/ 

https://westernsheetmetal.net/


Agenda

• Labor, knowledge drain, and valuesWhy we changed

• 10-step gameplan + 90-day gameplanHow we started

• Pitfalls, personas, backup planWhat broke & what worked

• Current rolloutLive case

• Industry outlook, AI, Q&AWhat’s Next



DISCLAIMER

I AM NOT AN EXPERT



• Healthcare
• Cleanroom & Labs
• Government & 

Municipal
• High Education
• Arts & Entertainment
• Mission Critical
• Office Buildings

• Commercial HVAC
• HVAC Supplier
• Laser Cutting
• Bending
• Welding
• BIM | CAD



Garrett Montrone
• Project Manager at Western Sheet Metal
• Emerging Leader for SMACNA’s Partners in Progress

Background
• Sheet Metal Journeyman – Local 312 JATC 
• Bachelors Degree in Management Information Systems – Utah State University
• 10+ years in the sheet metal industry 

Previous Experience:
• IT Analyst – Goldman Sachs
• IT Technician– THG / Ingenuity (UK2 Group)

Tech Experience: Software Rollouts | Process Automation | Cloud Collaboration | BIM/VDC Tools | CAD/BIM/CAM | Estimating 
IT Systems | Cybersecurity | Server Admin | Website Development

Hobbies
• Golf / Fly Fishing

Introduction



Adoption Experience

CAD/CAM/Estimating

Fiber Laser Machine

Project Management Solution(s)

Field to Shop Scheduling

Total Station (Laser Guided Layout)

Ticket Management System

Knowledgebase (Wiki)

Phone Solution Platform (VOIP)

Microsoft 365 Ecosystem

IT Platform | Support

Website Development 

Retrofits

On-Screen Takeoff

Disaster Recovery

Windows Server | Active Directory

Automations



Why it Matters
• Workforce Crisis

• 90% of SMACNA contractors face labor shortages
• 50% of the current HVAC workforce is over the age of 45

• New Workers Demand Modern Tools
• 70% of workers will require advanced skill in technology by 2030

• Keep Up or Get Left Behind 
• 90% of industries have doubled digital investment since 2020 | Construction digitalization score of 1.3/10 
• 85% of contractors are using some form of prefabrication / modular construction workflows 

• Clients and Regulations Demand It
• Artificial Intelligence
• The Cost of Waiting Is Catastrophic

73%

27%

Retiring Workers Replacement

https://www.autodesk.com/blogs/construction/construction-disconnected-fmi-report/
Hr In The Hvac Industry Statistics: Reports 2025
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You already have embraced change thus far…





Software Adoption Gameplan

Define Outcomes 
(the “WHY”)

Map Current 
Process 
(baseline)

Select the 
Solution 

(fit over flash)

Implementation 
Plan 

(small bets, fast learning)

Data Readiness 
(garbage-in guardrails)

People & Change 
(win hearts, not just 

licenses)

Pilot & Stabilize 
(prove it on a small scale)

Integrate & 
Automate 

(what you need now)

Measure & Share 
(make progress obvious)

Scale & Improve 
(lock the gains)



90-Day Rollout

Days 0 –15
Frame & Baseline

• Define outcomes, map current state, pick 
pilot scope, set KPIs, appoint champions, 
prep fallback.

Days 16 – 45
Configure & Train

• Clean master data, configure 
forms/workflows, run micro-trainings, 
dry-run on sample jobs.

Days 46–60
Pilot Live

• Daily stand-ups, fix friction fast, capture & publish quick 
wins, validate metrics.

Days 61 – 90
Standardize & Scale

• Codify SOPs, expand to one more area, turn on simple 
automations, retire duplicates, set next-quarter goals.



Example KPIs

Flow/Time: lead time from request → done; on-time completion %

Quality: rework hours; # of issues per 100 tasks

Adoption: % of users active weekly; % of work logged digitally

Financial: variance of planned vs. actual; cost avoided (hours or $)

Customer/Stakeholder: response time; satisfaction survey score



Know Your “WHY”

• Stay Competitive
• Empower Your Team
• Boost Efficiency and Profits
• Meet Client and Regulatory Demands
• To make data-informed decisions
• Known problem that needs to be solved



OUR  “WHY”

• To improve work/life balance for employees
• Reduce Vulnerabilities
• Opportunity to Cross-Train
• Consolidate number of Software
• Centralize Data / Communication (SINGULARITY)

• Future-Proof our business
• Avoid “Doomsday” scenarios
• Simplify the Chaos



Project 
Management

Accounting 
CRMEstimatingCAM

20x

100x



How do you eat an Elephant?



Selecting the Right Software

• Define your “WHY”
• Reputable Vendor

• Strong Support 
• Industry Presence
• Continual Improvement
• Knowledgebase & Community forums
• Consistency / Uptime

• Cost
• Scalability

• Integrations | API
• Utility / Flexible
• Data – how its stored, who owns it, etc.
• User adoption difficulty
• Value

• Can ROI be measured?

BACKUP PLAN



BACKUP PLAN
• Maintain Paper & Digital
• Offline Access
• Failovers
• SOP Binders
• Spreadsheet-Based Tools
• Designate your “Tech Champions”
• Perform Regular Backups / Data Exports
• Hail Mary



Implementation Tips

1

Engage Early:
Involve veteran 
staff in selection 
and training.

2

Build 
Champions: 
Use respected 
team members to 
lead change. 
Possibly Discover 
new champions

3

Phased Rollouts: 
Start small, adjust 
workloads.
- One 
Department/Tool

4

Prioritize 
Compatibility: 
Choose software 
with open APIs 
and integrations 
with your current 
system.

5

Focus on Good 
Data: 
Software is not an 
out-of-the-box 
solution.  It’s only 
as good as its 
data

6

Measure & Share 
Wins: 
Track labor 
savings, reduced 
errors, and report 
back.
Dashboards

7

Don’t Force it



Why Software Rollouts Fail
• Lack of Vision and Communication
• Lack of Leadership Buy-In
• Inadequate Training and Support
• Poor Fit Between Software and Business Needs
• Underestimating Time and Resource
• Ignoring Employee Feedback During Rollout
• Technical Issues 
• Resistance from Key Stakeholders
• Personas 



Resistance Personas 



Personality types for Resistance



Personality types for Resistance



Personality types for Resistance



Personality types for Resistance



Project 
Management

Accounting 
CRMEstimatingCAM

20x

100x



SINGULARITY



What broke & what worked



What broke & what worked

BIM

CAM
Estimating

PM



3D Takeoff



Streamlining Process





Revit | Design to Fabrication



Example of a “Utility/Flexible” Software

• Ticket Management System
• Project Management Solutions
• Field to Shop Scheduling
• Templates & Knowledgebase
• Bid Management
• CRM (basic) 
• Inventory
• Pricing data 

• Labor rates
• Press brake pricing
• Job History Data
• Project Database



WWW.
Forms



Example of a “Utility” Software



Example of a “Utility” Software



Example of a “Utility” Software







Current Adoption Project

STRATUSFabrication 
Management

Model Viewing

Tracking Shop 
Production

Power BI 
Reporting

Integration 
with Design 

Tools

Real-Time 
Information

Detailing & 
Automation

Packaging & 
Spooling

Cutting & 
Nesting 

Collaboration 
Solution









Resources



Chat Bots



Chat Bots



Chat Bots





Chat Bots



Future Outlook

• AI & Analytics
• Prefabrication & Automation
• IoT Integration
• Protecting digital assets vs Open-Source Collaboration
• Generational Transition



Q&A



Contact
Garrett Montrone
 Email: garrettm@westernsheetmetal.net 
 Phone: 801-924-6217
 LinkedIn: https://www.linkedin.com/in/garrettmontrone/ 

Western Sheet Metal, Inc
 Email: shop@westernsheetmetal.net 
 Phone: 801-973-7072
 WWW: https://www.westernsheetmetal.net 
 LinkedIn: https://www.linkedin.com/company/westernsheetmetal 

Western Spiral Pipe and Fittings, Inc
 Email: shop@westernspiralpipe.com 
 Phone: 801-908-0668
 WWW: https://www.westernspiralpipe.com 

mailto:garrettm@westernsheetmetal.net
https://www.linkedin.com/in/garrettmontrone/
mailto:shop@westernsheetmetal.net
https://www.westernsheetmetal.net/
https://www.linkedin.com/company/westernsheetmetal
mailto:shop@westernspiralpipe.com
https://www.westernspiralpipe.com/


Please take a moment to complete the 
session survey provided to you.


	Slide Number 1
	Software Rollouts: Lessons from a Family HVAC Business
	Agenda
	DISCLAIMER
	Slide Number 5
	Introduction
	Adoption Experience
	Why it Matters
	You already have embraced change thus far…�
	Slide Number 10
	Software Adoption Gameplan
	90-Day Rollout
	Example KPIs
	Know Your “WHY”
	OUR  “WHY”
	Slide Number 16
	How do you eat an Elephant?
	Selecting the Right Software
	BACKUP PLAN
	Implementation Tips
	 Why Software Rollouts Fail
	Resistance Personas 
	Personality types for Resistance
	Personality types for Resistance
	Personality types for Resistance
	Personality types for Resistance
	Slide Number 27
	Current Tech Stack
	What broke & what worked
	What broke & what worked
	Slide Number 31
	Streamlining Process
	Slide Number 33
	Revit | Design to Fabrication
	Example of a “Utility/Flexible” Software
	Slide Number 36
	Example of a “Utility” Software
	Example of a “Utility” Software
	Example of a “Utility” Software
	Slide Number 40
	Slide Number 41
	Current Adoption Project
	Current Adoption Project
	Slide Number 44
	Slide Number 45
	Resources
	Chat Bots
	Chat Bots
	Chat Bots
	Chat Bots
	Chat Bots
	Future Outlook
	Q&A
	Contact
	Slide Number 55

