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“Preserving the Past while Building the Future.”

Celebrating 134 Years of Service
A note from the Siewers Family…
A very Happy New Year to you, your colleagues and your families! We hope 2018 is
your best year yet! We want to again thank you for your business in 2017 and let you
know we are here to help you with all of your building needs during the upcoming year!
Your feedback about our current products, pricing, service and input about products that
you think we should consider carrying is invaluable and we truly rely upon that
information to adequately serve you!
We are planning a number of Special Events for 2018! We are focused on meeting your
continuing education needs and are hopeful to have some great events to fill these needs!
With that in mind, Siewers has been selected to host another KATZ ROADSHOW! This
year’s event is to be held on Wednesday, April 11th. Mark your calendars now because
you do not want to miss it. Lauren is already accepting RSVP’s for this year’s
Roadshow, so please contact her at LaurenF@siewers.com or call her at 804-358-2103.
In May we will host our annual Founder’s Day Decking Expo to answer all of your
decking questions! We are also planning other product demonstrations throughout the
year in our showroom! If there are products you think would make for a good product
demonstration, please let us know!
January’s Newsletter is filled with many important articles! Please be sure to read the
article on “Safety in the Workplace”, “Stages of Remodeling Growth” and read about an
amazing USA company,
Maze Nails!
Again, “Thank You” for your continued readership and patronage. We value your
feedback and would love to hear from you about any needs, concerns or suggestions you
may have!
-The Siewers Family
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Contractor News
Your Guide to 5 Stages of Remodeling Growth By Judith Miller
Over the past 30 years as a consultant to remodelers, I’ve noticed two rules that apply to
pros. The first you’ve probably heard of: the 80-20 rule, in which 20% of what you put
into a venture yields 80% of the results. The other one, which I first became aware of
from a May 1983 Harvard Business Review essay, you likely haven’t. That rule,
paraphrased, is that every company can go through up to five predictable stages of
growth.
I call my adaption the Five Stages of Remodeling Growth, and just about every client
I’ve encountered fits into one of those stages. Your ultimate success depends on your
mastering at least stages 1 through 3, and stages 4 and 5 as well should you wish to
expand dramatically and/or sell or pass on your company.
Every stage starts with discomfort, moves to a more comfortable state as you resolve
challenges, and then evolves back to discomfort because you’ve outgrown your systems.
Lots of remodelers confuse solving problems with creating systems; a system not only
solves a problem, it prevents future ones. You need systems to succeed.
Success at every stage requires your company to effectively manage seven functions:
marketing, estimating, sales, production, finance/administration, resource management,
and leadership. Sometimes the effective manager is you. As you grow, it’s necessary for
that job to fall to someone else.
Often, this trajectory of moving up through the business stages mirrors your personal life
stages. When you’re young and have a partner and don’t have kids, you can run a pretty
good Stage 2 company. Then a baby arrives, and that changes absolutely everything.
Your need for growth through the five steps mirrors your need to mature as a person.
Stage 1: The Owner Does It All
This is the classic way a company begins. At this stage, the owner does all the work:
markets the company (probably through word of mouth), writes estimates, sells jobs,
does the remodeling work, invoices clients, pays bills and, oh yes, carries out the trash.
Characteristics:
•
•

60-hour workweeks are the norm.
You start with zero revenue.
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Revenue usually follows a “just-in-time” business model, in which you’re lucky
to pay current bills with revenue from your current project. More likely, you’re
using the next job to pay bills from the last job.
Income swings wildly, in part because you’re so busy working the current job(s)
that you don’t have time to prospect for new work after your current jobs
conclude.
Accounting and financial management systems are primitive.

Take Note: Technically, it’s possible to stay at this level and be happy, but you need to
be the kind of person who revels in 60-hour work weeks and works one long-term, highpaying mega-project at a time—think of a multimillion-dollar home that takes three years
to build. And remember, you need to have another multimillion-dollar project lined up to
start soon after that job ends.
But if your business model envisions you doing anything else—say 500 jobs a year at
$500 each— you’ll wear out long before you can build a fund big enough to retire on.
Virtually every remodeler I’ve met strives to get out of Stage 1 as fast as they can.
Stage 2: The Owner Delegates
Remember that I said every stage oscillates from discomfort to comfort and then back to
discomfort? For the typical do-it-all remodeler, the feeling of discomfort—and
subsequent need to advance to Stage 2—flares when you take on a couple of jobs that
each last six to eight weeks or more and take place simultaneously.
Going from one to two projects may be only a doubling of assignments, but it’s a
quantum increase in complexity. You think, “I can spend some time over here or over
there,” but you know how often things go awry in organized remodeling, let alone
disorganized remodeling. It’s time to delegate.
Characteristics:
•
•
•
•

•

First full-time hire typically is for field labor.
Administrative help gets employed on a part-time basis.
You as owner retain sales duties.
You need more business knowledge, particularly how to define job costs and
overhead, how to estimate better, and how to manage time—yours as well as that
of employees.
Better systems get put in place, particularly for lead tracking, job cost analysis,
and basic company budgets.

Take Note: For many remodelers, the first delegating of work involves a family member,
typically a spouse. This solves a problem, but it’s no long-term, systemic solution unless
you pay that person the same wage you’d pay an outsider and unless that person is
qualified to do the work.
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Making a spouse or child your first employee also can set you up for trouble later because
each family has its forms of internal communication—forms that can bewilder nonfamily members who join the company later. In addition, family dynamics don’t always
transfer well to business, particularly if a father who doesn’t brook disagreements at the
dinner table thinks those same family members will speak up when the family has to hash
out business issues.
Ultimately, a whole bunch of tiny, imperceptible flaws in the creation of a successful
company are inflated by hiring family members. There’s business, and there’s family,
and they don’t easily mesh.
Stage 3: The Sweet Spot
This stage provides one of your two opportunities to enter cruising speed, a status in
which the business is humming and you’re spinning off so much money so steadily that
you can build a nest egg sufficient to shut down the business one day and retire
comfortably. But if you have bigger ambitions or want to leave a thriving business after
you retire, you’re not done yet.
Characteristics:
•
•
•
•
•
•

•

•

If you’re successful in this stage, you will be working about 35 hours a week, give
or take depending on your personality.
Selling (and maybe estimating) is the only major function that you’re responsible
for.
All other company functions have been delegated to the right employees, with the
right training and skills.
All employees are trained using company-developed, standardized systems.
The owner manages customer and employee relations, with high levels of
satisfaction in both.
The owner and company enjoy consistent 60% markups and 35% profits. The
firm produces a great product and generates lots of continuing sales through
word-of-mouth and a professional marketing campaign.
In general, every person you add will require tweaking your org chart and
systems. By the time you get to six employees, the business has become far more
complicated.
The bigger you get, the more detailed each job’s skill sets become, and thus the
more exacting you have to be about duties. The fact that your wonderful
bookkeeper works in the office all day doesn’t mean you should count on that
person to also serve as receptionist.

Take Note: I think you can hang for the rest of your life in Stage 3 if you get all the
functions working properly; if the marketing and sales and production are working well;
if you have low employee turnover and consistent jobs and the economy is stable; and if
everything is calm and you don’t spend all your money on junk.
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That said, and provided you work with a financial planner, you probably can put your
kids through college and retire between 70 and 75. A well-run Stage 3 company is a very
sustainable practice. It’s not easy to achieve, though. As a consultant, I tend to see the
crème de la crème of remodeling firms, and even in that group, only 20% get to and
successfully stay in that sweet spot.
Stage 4: Complexity Grows
Generally, there are two reasons why you’d want to go to Stage 4: You want to grow
dramatically or you want the business to survive after you’ve gone. If you’re a
replacement contractor with visions of your home improvement firm planting flags from
Maine to Monterey, it’s clear you need advanced systems. But even if you don’t want to
grow dramatically and rather want to leave your company to a child, your goal still is to
build a firm in which you as owner only coach, train, and mentor.
Characteristics:
•
•
•
•

You are no longer responsible for sales; if you continue to sell; you contribute no
more than 20% of the company’s sales revenue.
Your sales manager produces a steady flow of jobs, sold at the targeted gross
profit to the right clients.
The department heads you manage, hire, and train are responsible for hiring,
training, and managing their reports.
A board of directors manages company culture, expectations, and profits through
department heads.

Take Note: Perhaps 100 full-service remodeling firms extant today are operating as
Stage 4 firms. First, transitioning to a system in which you’re responsible for less than a
fifth of the company’s revenue stream can be a monstrous task. And you have to adjust
your personality, too, shifting from doer to teacher.
Stage 5: The End Game
As in chess, your final moves are as crucial as the first—perhaps even more so, since
your objective is victory and not just hanging on. And like chess, you won’t win unless
you figure out your strategy long before you execute it. If you can, you’ll achieve what
you foresaw, be it a handover to a new generation or a sale that sets you up for a golden
retirement.
Characteristics:
•
•
•

All of the company’s functions, including strategy, are now delegated.
Planning begins back in Stage 3, when you’ve decided you want to move out of
that stage’s cruising speed and go for expansion and/or succession.
Your focus tends to revolve around three questions: whether the company will
continue; how you’ll retire; and how you should measure ultimate success.
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It typically takes years to develop a Stage 5 company—and you can’t skip Stage
4, no matter how much money you throw at it.

Take Note: One of your key questions here is who will succeed you in running the
business. If it’s one of your children, do they have what it takes? Keep in mind that if you
were a Stage 3 success when they joined, they won't have the school of hard knocks
experience you endured. They’ll be missing an organic understanding of why the
company works. That isn’t necessarily a death knell, but it will require that you work
extra hard to put systems in place. Those systems are the key to getting your company to
this level.
No matter what innovations come to the remodeling industry, these five big-picture
stages are timeless and predictable. Your company will follow these if you don’t realize
it—but like most things in business; you’ll be most successful if you do so deliberately.
So how to get from Stage 1 to Stage 5? First, identify where you are, and where you want
to be. Then, take a closer look at the seven functions mentioned at the beginning of the
article: Where do you need to focus your attention first to move forward? This approach
will help you minimize discomfort as you forge your path through the predictable stages
of growth—and keep you moving forward with purpose.

Workplace Safety: No Better Time Than Now

By Steve Thompson & Dan Hopwood

When our book, Workplace Safety: A Guide for Small and Midsized Companies was
published, we found some success in sharing with our readers (and with audiences during
speeches and classes), a fundamental principle of safety. The mechanism we used in
sharing this principle with many thousands, focused on what we referred to in the book as
the “Churchill Paradox.” We think a brief review of this paradox is an apt beginning to
this article and a tremendous connector to the other aspects of safety we will be
reviewing with you.
The Paradox
In World War II, Winston Churchill was looking for all the help he could get. War weary,
the U.S. was making every effort possible to stay out of the European Theater, with the
net effect being that Europe was being overrun by the Nazi’s and England was being laid
to waste. When we as a nation did get involved, with our allies, of course, we turned the
tide and helped save a nation, a culture, and many millions of people. Churchill, thankful
though he was, often commented on how long it took the U.S. to make up its collective
mind and get involved. He was quoted as saying: “The Americans are a great country.
You can always count on them to do the right thing … after they have tried everything
else.”
The relevance to safety you ask? As business managers we intuitively understand the
impact that injuries, illnesses and asset damage or destruction has on our operations and
bottom line. But still, the relative stress of day-to-day necessities somehow pulls many
from what are personnel, economic, and regulatory mandates in the safety arena. These
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necessities face every business owner or manager… and the longer that safety activities
are not made part of normalized business activities, the greater the likelihood they never
will. Or at least, they will be meager in effort and impact. To achieve successful safety
outcomes, it is imperative that we “get at it,” and not try everything else, including
reliance upon luck, or the hope that passive safety activities work for you, first.
Essential Safety: Developing a Roadmap
Since we know that there are personnel, economic and regulatory considerations present
in every business, the question then becomes, where do you focus your time and energies
- in an economically oriented fashion, to manage the safety and health of the people and
resources of your organization? Let’s talk about a basic roadmap to overcome the
paradox of waiting; that is trying a variety of things and hoping your safety program will
somehow succeed. Our encouragements to you… develop a roadmap by engaging your
management, supervisory, and employee teams. Working together will allow you to
develop the proper tools, directions, and more importantly, focus.
The goal of a safety program is to keep people safe and ensure their ability to continue
working and being productive… so it’s important to understand the nature of operations
and identify hazards that can injure employees or perhaps make them ill.
As safety professionals, we understand that life and business are not benign. But, we can
control the interaction of employees and hazards and mitigate the outcome, by either
reducing the magnitude of an injury or illness or eliminating the potential for one
altogether. However, you cannot control that which you have not identified! So, start the
roadmap process by actively identifying operational hazards and developing controls for
those you have documented.
Roadmap Components
Though we tend to operate under the assumption that all business owners want to oversee
safe operations, we find that it is essential to always offer a gentle reminder. Doing so not
only makes economic and regulatory sense, it is a duty from a moral perspective as well.
With this moral compass and a desire to become engaged in the safety process, what type
of activities should you undertake to assure your roadmap is properly directed? Following
are some thoughts that apply to almost everyone.
Creating an Effective Workplace Safety Program
The goal of an effective workplace safety program is the development of a long-term plan
that is successful in protecting people from injury and death, complying with regulations,
and controlling the associated financial costs of loss. An effective plan must include
methods to:
• Identify and understand all hazards, real and potential
• Prevent and control hazards so workers are not exposed or the exposure is minimized
Core Regulatory Requirements
Sound safety leadership results in prevention and control of employee injuries, exposures
7
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to toxic substances, and other unhealthful conditions (which can produce work-related
illnesses). Effective workplace safety systems produce lower costs, higher productivity,
reduced waste, and improved employee morale.
Although workplace safety programs go by different names, each state requires that there
be a written workplace safety program (injury and illness prevention and reduction
program) that promotes safety and healthful working conditions. An employer must
conduct and document a review of the workplace safety program at least annually and
document how procedures set forth in the program are met. In addition, all training and
communication must be in a language that your employees understand. To facilitate this
diversity, many companies translate their programs to accommodate their workforce.
Your written workplace safety program must contain these core elements:
1. Management commitment and responsibility (how managers, supervisors, and
employees are responsible for implementing the program and how continued
participation of management will be established, measured, and maintained). This section
delineates management’s commitment (in writing) to safety and health.
2. Employee involvement (and how safe work practices and rules will be enforced). This
section discusses ensuring compliance among the workforce regarding codes of safe
practice and any other safety and health procedures designed to safeguard their welfare.
We have determined through practice and diligent observation, that engaging your
employees is an essential aspect to the successful creation and deployment of your
roadmap to improve safety activities. Whether employees assist with creating checklists,
help with training, participate on a safety committee, or are utilized in a myriad of other
ways, their involvement will reap many rewards.
3. Work-site analysis (the methods used to identify, analyze, and control new or existing
hazards, conditions, and operations).
4. Hazard recognition and resolution (how workplace hazards are recognized and
resolved, and how incidents will be investigated and corrective action implemented).
5. Incident Investigations (Another tactical element of a successful safety program,
incident [or accident] investigations help identify how injuries or illness occurred and
what corrective action must be undertaken to control the potential for similar events to
take place in the future. Just as importantly, incident investigations are outstanding tools
to identify training needs).
6. Training and education (how the plan will be communicated to all affected employees
so that they are informed of work-related hazards and controls). This section provides for
internal communications that highlight workplace hazards and applicable safety and
health procedures. Though training employees on a variety of safety considerations is
important, it cannot serve as the sole determinant of whether you will have a successful
safety program. Coupled with hazards recognition and resolution, training becomes a
much stronger component of your overall safety activities.
7. Record keeping (The maintaining of injury and illness, safety training, and inspection
records).

8

January 19, 2018

9

Program Review
Employers must conduct and document a review of the workplace safety program at least
annually and document how procedures set forth in the program are met. Program review
is vital because it serves as a check to see if the organization is making progress toward
its goal of creating a safer, healthier workplace for all employees.
The primary focus of the annual evaluation effort should be to determine whether the
organization has made progress in achieving the workplace safety program’s goals and
objectives within the past year and, if so, whether the progress made actually improved
worker safety and health. If an organization has achieved the goals and objectives
described in its safety and health program, it should set new goals and objectives for the
coming year to further improve safety and health on the job. The organization, its
management, and its employees should work continually to improve workplace safety,
just as they do to improve quality, cost effectiveness, and other facets of the business.
If an organization is not meeting its objectives, especially the ones established
specifically for the previous year, it needs to determine why. Perhaps the organization is
improving and moving toward its goal but just has not reached it yet. Timelines should be
established or reestablished for each of the objectives and the overall goals. If progress is
not being made or is being made too slowly, the goals and objectives need to be
examined. Perhaps the goals and objectives are not clear or measurable. Objectives
should be clear, concise, and capable of being measured or demonstrated. New objectives
may need to be created that act as measurable steps toward achieving the greater goals.
Not meeting objectives may also indicate that there are problems (sometimes serious)
with the overall safety and health program that need to be addressed.
The first step in a program evaluation should be to review the documentation created
during the past year relevant to the workplace safety and health program.
Completing the Program Review
After the evaluation process is completed, the workplace safety program should be
updated to correct shortfalls, and new goals should be set for the organization.
Responsibility for making the program changes should be assigned to a specific person or
persons, and implementation or due dates should be specified to ensure that the program
is updated in a timely manner. Finally, changes to the program, goals, and procedures
need to be communicated to everyone within the organization.
While the laws require that workplace safety programs be reviewed at least annually,
ideally the program should be referred to, reviewed, and updated as necessary. This keeps
the program fresh, accurate, and an integral part of the organization.

Set Achievable Goals
Central to a successful workplace safety program is the goals and objectives an
organization sets for its overall safety and health program. We have found that many
safety programs ultimately fail, not because business managers don’t care about the
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safety and welfare of their employees… rather it’s that sometimes they “bite off more
than they can chew.”
The focus of the goals set generally should be allocated toward the on-going
identification of processes, equipment and materials that can injure a worker.
Goals establish the direction for the program and state what the organization wants to
achieve through it. The best goals are generally challenging to reach or complete but are
also possible to achieve. They should be specific to the organization or facility.
Objectives are the specific actions that will be taken to attempt to achieve the goals. The
best objectives are those that can either be measured or demonstrated.
Ideally, safety and health programs should correspond with and become part of the
organization’s overall mission or business plan. Every employee should know what the
goals of the organization’s safety program are and how they are to be achieved.
Some examples of goals and objectives are:
Goal 1
• We will reduce our injury and illness rate by 15 percent by 2009, using 2006 as the
baseline.
Objectives
• We will address all employee safety issues in a timely manner; that is, hazards that
potentially pose an imminent danger of death or serious physical injury will be addressed
initially within one shift, and other hazards will be addressed initially within one week.
• We will perform a monthly safety inspection of all departments and will take corrective
action or begin investigating long-term solutions for all hazards identified during the
inspection within one week.
• We will investigate all incidents and near-miss events and will take corrective action
within 24 hours to prevent a recurrence.
Goal 2
• we will establish and maintain a company culture that is committed to workplace safety
and health.
Objectives
• we will conduct regular safety meetings on a quarterly basis to inform employees about
specific workplace safety and health issues and to build an overall awareness of
employee safety and health.
• We will actively enforce all safety rules throughout the company.
• Our facility will apply for a state or federal voluntary protection program status by the
end of 2008.
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Safety as A Company Value
In addition to core regulatory requirements, and the strong link between active workplace
safety programs and low rates of occupational injury and illness, we advocate that you
make employee safety and health an intrinsic company value (that working safe is not
just a “program,” but a way of doing things).
Safety must be integrated as an intrinsic company value (not a priority) among every
leader, manager, and employee in the organization. Safety should be viewed as a value
just like honesty, working hard, and showing up to work on time. Values are embedded;
while priorities can change. Making safety a company value leads to building a
workplace safety culture.
We create a workplace safety culture by (1) making safety part of the performance
appraisal process, (2) practicing “active caring” techniques, (3) engaging employees at all
levels, and (4) having company leaders, managers, and employees commit to being safe.
An organization should expect its leaders, managers, and people to make safety a value.
Connect the Dots
There is a critical connection between successful safety programs and other aspects of a
business that is “succeeding.” Safety programs, when they work, can help organizations
in ways beyond keeping people safe. For example, successful programs may reduce
relative expenses for such things as workers’ compensation insurance, improve personnel
relations, economize elements of operations and help maintain a sound regulatory
compliance picture. It is important to look at safety programs in this fashion, as they (the
program and all its activities) are not islands unto themselves. They are and must be, to
achieve a long-lasting, positive outcome, horizontally integrated into all aspects of a
business, not a standalone function.
Winning Safety Model
In our book, we highlight a number of safety professionals and their comments about
creating a successful safety program. Combined, these important points tell a story, and
none can be accomplished without taking that first step and getting involved. A Winning
Safety Model:
1. Identifies and understands hazards, real and potential
2. Prevents and controls hazards so workers are not exposed or the exposure is minimized
3. Meets core regulatory requirements
4. Emphasizes management commitment and responsibility
5. Identifies safety as a company value (versus priority)
6. Involves and engages employees
7. Seeks the well-being of employees first… genuine care and concern for the workforce
Concluding Thoughts
If you take one thing away from this article, it is that for there to be safety success, you
have to start – start doing something. Hazard identification and control activities,
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training, start a safety committee; do something, anything! There is no magic to
delaying– no one will undertake safety efforts on your behalf. But just as importantly, our
experience clearly suggests that if you pay attention to the basics, consistently deploy
them and engage your workforce on-the-whole, you will make progress and hedge your
bets toward success.

Product of the Month

Here at HBSDealer, it’s more or less an annual tradition to check in with the status of the
Made in USA movement — and spotlight some products that are promoting domestic
manufacturing.
The momentum is there, (In 2014, 65% of our readers said Made in USA had a
“moderate impact” on sales — if the price is close.) We’ve been asking the same question
around this time every year. And in 2015, the results were much more dispersed: 38%
said it had a “big” impact, 35% voted “moderate,” and 27% said “small.” Last year, in
2016, 43% said “medium,” and 42% said “mild,” with only 15% voting for “turbocharged” — even as domestic manufacturing became a rallying cry in the presidential
election.
Still, suppliers seem to be heading further in the direction of American-made products.
According to Nu-Wood, American manufacturing isn’t just sought-after because of the
quality and patriotic value, but also because of the delivery timeframes. When companies
don’t ship overseas, pricing and response time benefit.

Maze Nails
With roots in this country dating back to 1848, Maze Nails makes 100% of its nails in
Peru, Ill., including custom nails made to the customer’s specifications, or, as pictured
above, nails to match a specific brand of siding. (mazenails.com)
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Feel Lucky!

Be sure and bring your business card next time
you visit Siewers. Just drop it into the glass fish
bowl on the counter to enter a monthly drawing.
Good Luck!!!
Congratulations to Rick Lyons our
January winner!
Coming to Siewers Lumber

Mark your calendars for April 11th!
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Economy Snap Shot……….

Unemployment
Rate – Entire U.S.
4.1%
4.1%
4.7%

Dec. 2017
Prior Month –Nov. 2017
Prior Year – Dec. 2016

Gallon ($)
Of Gas
$2.47
$2.48
$2.32

Dec. 31, 2017
Prior Month – Nov. 2017
Prior Year – Dec. 2016

Consumer
Confidence
(Indexed to value
of 100 in 1985)
122.1
129.5
113.7

Total Housing
Starts/Seasonally
Adjusted Annual
Rate
1,192,000
1,299,000
1,268,000

Existing Home
Sales
N/A
5,810,000
5,510.000

National Avg.
Mortgage Rate
3.95
3.92
4.00

Market Summary
Jan. 17, 2018
DOW

1/01/18

12/31/16

26,092

24,719

19,762

NASDAQ

7,297

6,903

5,383

S&P 500

2,802

2,673

2,238

Long & Foster Market Minute / December 2017
New Listings

1,236

Median Sales Price

$240,000

Current Contracts 1,333

Days on Market

47

Sold vs. List

Months of Supply

2.1

99.3%
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Company Mission
To serve the needs of contractors and remodelers.

“Preserving the Past while Building the Future.”
Siewers Lumber & Millwork
1901 Ellen Road
Richmond, VA 23230
Phone: (804) 358-2103 Fax: (804) 359-6986
Hours:
Monday – Friday
7:30 a.m. – 4:30 p.m.

Visit our website for product and general information at
www.siewers.com
&
also on Facebook at Siewers Lumber & Millwork

Share with others. . . . . . .
If you know someone that would like to receive our “Siewers Newsletter”,
have them email me at laurenf@siewers.com and we will add them to our
distribution list.
….Next issue Feb. 19th
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