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​Preface

I wrote this book for the contractor who’s still figuring it out. The one who’s juggling hats, chasing leads, and wondering if they’re doing it right.

This book is for the builder in year one through five. The one who knows how to swing a hammer but feels like they’re swinging blind when it comes to business. The one who’s tired of guessing, tired of bleeding profit, and tired of wondering if they’re the only one who hasn’t cracked the code yet.

Let me be clear: you’re not failing. You’re learning. And you’re building something far more important than a business—you’re building a legacy.

I’ve spent over 25 years in this industry. I’ve been the guy patching drywall at midnight. I’ve underbid, overworked, and nearly burned out. I’ve also rebuilt, rebranded, and found a way to lead with clarity, confidence, and purpose.

This book is the blueprint I wish I had when I started. It’s not theory. It’s the real deal—the systems, scripts, and mindset shift that turn chaos into clarity and hustle into sustainability.

Inside, you’ll find the tools to:


	Stop the feast-and-famine cycle and build predictable income

	Price with confidence and protect your margins

	Build a crew that sticks and a reputation that sells

	Lead through chaos and build a business that doesn’t break you



Each chapter is built like a job site: clear plans, real stories, and tools you can use right away. You’ll hear from contractors who’ve been where you are—and made it through. You’ll get frameworks that help you lead like a pro, even if you’re still figuring it out.

And most of all, you’ll be reminded—again and again—that you’re not alone.

So, grab a pen. Grab your workbook. Mark up the pages. Dog-ear the ones that hit hard. This isn’t just a book. It’s your blueprint for building a business that lasts.

—Mark McDonald Founder, Cornerstone Remodeling Solutions LLC Author, Educator, Builder
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Introduction: You are Not Crazy—You’re Building Something That Matters
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IF YOU’VE EVER STOOD in a half-demoed kitchen, staring at a client’s text asking for “just one more thing,” while your crew is late, your phone’s dying, and your bank account feels like a bad joke—you’re in the right place.

If you’ve ever wondered why you’re working harder than ever but still feel like you’re barely keeping up—this book is for you.

If you’ve ever thought, “I know how to build a house. Why does building a business feel so impossible?”—you’re not alone.

This book was written for the contractor in year one through five. The one who’s got the skills but not the systems. The one who’s trying to juggle hats, win jobs, manage crews, and still make it home in time for dinner. The one who’s tired of guessing, tired of bleeding profit, and tired of feeling like they’re the only one who hasn’t figured it out yet.

Let me tell you something: You’re not failing. You’re learning. And you’re building something far more important than a business—you’re building a legacy.

I’ve spent over 25 years in this industry. I’ve been the guy patching drywall at midnight. I’ve been the guy who underbid, overworked, and nearly burned out. I’ve also been the guy who rebuilt, rebranded, and found a way to lead with clarity, confidence, and purpose.

This book is the blueprint I wish I had when I started. It’s not theory. It says the hard stuff. It’s the real stuff—the systems, scripts, strategies, and mindset shift that turn chaos into clarity and hustle into sustainability.

Inside, you’ll find:


	How to stop the feast-and-famine cycle and build predictable income

	How to price with confidence and stop bleeding profit

	How to build a crew that sticks and a reputation that sells

	How to protect your time, your margins, and your sanity

	How to lead through chaos and build a business that doesn’t break you



Each chapter is built like a job site: clear plans, real stories, and tools you can use right away. You’ll hear from contractors who’ve been where you are—and made it through. You’ll get scripts, checklists, and frameworks that help you lead like a pro, even if you’re still figuring it out.

And most of all, you’ll be reminded—again and again—that you’re not alone.

So, take a breath. Grab a pen. Mark up these pages. Dog-ear the ones that hit hard. This isn’t just a book. It’s your blueprint for building a business that lasts. I highly encourage you to download and print out the companion workbook. You can find a QR code in the Author’s Note.
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Chapter 1: The Feast-and-Famine Trap — Breaking the Cash Flow Rollercoaster
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THE TRAP THAT NO ONE Warns You About

It’s midnight. You’re at the kitchen table with a half-empty cup of cold coffee. Payroll is due Friday, you’ve got $800 in the account, and your best guy is already hinting about jumping ship if the checks don’t clear.

Last month, you couldn’t pick up the phone without getting another lead. You were buried in work, running from one jobsite to the next, telling your spouse, “Just give me a few more weeks and things will calm down.”

Now? Nothing. Your phone is silent.

This is the part no one warns you about when you start your business. They tell you about getting your license, finding good subs, building a reputation. But no one says:

“Most contractors don’t go under because they’re bad at the work. They go under because they can’t survive the rhythm of feast and famine.”

And here’s the kicker: it’s not bad luck. It’s not the economy. It’s not “just how this business is.” Feast-and-famine is the predictable result of running without systems, without marketing discipline, and without cash flow control.

If you don’t fix it, it will chew you up and spit you out before you ever taste the freedom you started this business for.

Why This Chapter Matters

Feast-and-famine isn’t just a money problem—it’s a leadership problem. It wrecks:


	Your ability to plan ahead

	Your confidence in quoting and hiring

	Your reputation with clients and subs

	Your energy for your family at the end of the day



Breaking the cycle is the difference between being “just another contractor” and stepping into the role of CEO.

The Vision Beyond Survival

Imagine this instead:


	Every Monday morning, you already know where your next leads are coming from.

	You have enough in reserves to pay your crew on time—every time.

	Seasonal slowdowns don’t terrify you; they’re already built into your plan.

	You can take a week off without your business falling apart.



That’s not a dream. That’s the payoff of mastering systems instead of living on adrenaline.

This chapter will show you how to get there—not with theory, but with real numbers, contractor stories, and simple frameworks you can put to work immediately.

The Hard Numbers Contractors Can’t Ignore

Let’s ground this in reality:


	
20% of construction businesses fail in their first year.


	
50%+ don’t make it to year five.


	
68% of contractors under five years old report severe cash flow issues at least once per quarter.


	
60%+ get paid late on half their projects.


	
Contractors with consistent marketing systems are 42% more likely to survive past year five.




The data proves it: feast-and-famine isn’t just common—it’s deadly. But it’s also preventable.

Mike’s Wake-Up Call: A Case Study

Mike was a remodeler in Austin. Skilled. Booked solid. Clients loved him. But when winter hit, the phone went quiet. Payroll was $6,000; his account had $800. He thought about selling his truck.

That night, Mike realized he didn’t have a “work” problem—he had a systems problem.

So, he built:


	A lead tracker

	A follow-up process

	Seasonal service offerings

	Expense forecasting



Five years later, Mike hasn’t had a slow month since. He doesn’t just swing hammers anymore—he runs a business.

The Emotional Cost of Feast-and-Famine

This cycle doesn’t just drain your wallet. It eats at your soul.


	
Stress: You’re either sprinting or starving. No rhythm, no peace.


	
Family strain: Feast means late nights and missed dinners. Famine means you’re there but not really present—staring at bills instead of your kids.


	
Confidence erosion: You start lowballing bids just to “get something in the door.”




One contractor told me, “It felt like I was either drowning or dehydrated. No middle ground.”

That’s not freedom. That’s survival. And it’s not sustainable.

Why Feast-and-Famine Happens

Let’s call it out:


	
Reactive Marketing
You only market when you’re desperate. Busy season? You stop. Result? Pipeline gaps and famine.

	
No Lead Pipeline
Word-of-mouth is great, but it’s not predictable. A referral drought will sink you.

	
Seasonal Swings
Weather, holidays, school schedules—they all hit demand. Without planning, they blindside you.

	
Poor Cash Flow Habits
Feast mode means you spend like it’ll last forever. Then famine hits, and you’re scrambling just to cover payroll.



What It Costs You in Real Dollars

Every year, contractors lose tens of thousands to this trap:


	
Missed follow-ups: $25,000+


	
Poor seasonal planning: $10,000–$30,000 in downtime


	
Reactive marketing: 40% higher ad spend with worse ROI


	
Untracked leads: 20–50% fewer conversions




Flip it, and the gains are just as big:


	
Lead tracking: 18–27% revenue growth


	
CRM use: 50% higher conversion rates


	
Referral systems: 34% more repeat jobs




The math is simple: feast-and-famine costs you tens of thousands. Systems make you tens of thousands.

Tony’s Story: The Remodeler Who Burned Out

Tony ran a siding and roofing business in Michigan. His trucks were busy. His crew was booked. He worked 6 a.m. to 8 p.m., six days a week.

But Tony underpriced jobs. He didn’t forecast expenses. He spent every dollar as if it were profit.

By year four, he owed more to suppliers than he had in the bank. One bad winter broke him. He shut the doors that spring.

Tony later told me: “I thought working harder was enough. Turns out, it’s not.”

The Feast-Proof Framework

Here’s how you break the cycle—week by week.

Week 1: Visibility

Audit your last six months of leads.


	Where did they come from?

	Which ones converted?

	What was the average job size per source?



Example: A kitchen remodeler realized 80% of her closed jobs came from referrals—but she had no system for asking. She started tracking every referral, and her pipeline doubled.

Week 2: Predictability

Map your seasonal calendar.


	Identify slow months

	Choose one service to push before the dip

	Create a seasonal special landing page

	Pre-sell work with incentives



Example: A deck builder in Ohio promoted “early bird deck specials” in January. By March, he was booked solid.

Week 3: Consistency

Build a referral and follow-up system.


	Thank-you cards

	Referral bonuses

	Follow up on every estimate

	Track everything in a CRM or even a spreadsheet



Example: A roofer in Georgia offered a $100 Lowe’s gift card for referrals. Six months later, 30% of his jobs came from referrals.

Week 4: Profitability

Fix your money habits.


	Separate accounts

	Forecast expenses

	Review pricing regularly



Example: A Texas bathroom remodeler used Profit First. Ninety days later, he had cash set aside for taxes—and for himself.

Contractor Voices: What Changed Everything


	
“I used to wait for the phone to ring. Now I know exactly what I need to do every Monday to keep jobs lined up.” – Sam, handyman, 3 years in


	
“Tracking my leads showed me I wasn’t actually slow—I just wasn’t following up.” – Rachel, kitchen remodeler, 2 years in


	
“Seasonal services saved my crew. We made $60K that winter instead of losing money.” – Brian, GC, 5 years in




The Mindset Shift: Contractor vs. Rainmaker

Picture this: You’re standing in the garage at 6 a.m., staring at a stack of unpaid invoices. Your phone hasn’t buzzed in days. You tell yourself, “If I can just get one more job, we’ll be okay.”

That’s the contractor mindset—reactive, desperate, always chasing. It’s exhausting, and it keeps you on the rollercoaster.

Rainmakers think differently. They don’t wait for the phone to ring—they build the system that makes it ring.

Here’s the difference:


	
Contractor Mindset: “I need jobs.”
Rainmaker Mindset: “I need a pipeline.”


	
Contractor Mindset: “I hope it’s busy.”
Rainmaker Mindset: “I create demand.”


	
Contractor Mindset: “I’m just a contractor.”
Rainmaker Mindset: “I’m a business owner.”




And here’s the raw truth: if you keep thinking like a contractor, you’ll always be at the mercy of the next lead, the next season, the next phone call. You’ll eat when the work shows up and starve when it doesn’t. Your crew will feel it. Your family will feel it.

But if you shift to a Rainmaker mindset, everything changes:


	You stop underbidding just to “get something in the door.”

	You plan your work instead of praying for it.

	You finally sleep at night knowing the next job is already lined up.



One remodeler told me, “The day I stopped begging for work and started building a system, I felt like I finally owned a business instead of just a set of tools.”

That’s what this shift is about. It’s not theory—it’s identity.

Digital Visibility: Be Found or Be Forgotten

Picture this: A homeowner needs a new deck. They grab their phone, type “deck builder near me”, and three names pop up. They call the first two. One of them gets the job.

If you’re not on that list, you don’t even exist in their world.

That’s the painful truth most contractors don’t want to face. You can be the best in your trade, do flawless work, and still lose jobs to someone less skilled—just because they showed up online when you didn’t.

Being invisible online is like building the nicest house at the end of a dirt road with no signs out front. Your craftsmanship might be unmatched, but nobody can find you.

And here’s the kicker: it’s not just about being found. It’s about being trusted once you are found. A contractor with 5 reviews looks like a gamble. A contractor with 50 reviews looks like a sure bet. That difference alone often decides who gets the call.

Why This Matters More Than Ever

Word-of-mouth is still gold—but the way it spreads has changed.


	Homeowners under 40 don’t flip through the Yellow Pages. They Google before they ask a neighbor.

	Reviews are today’s referrals.

	Photos online are today’s portfolio.



If you’re not visible, you’re not even an option.

The Simple Visibility System

You don’t need to be a tech expert. You just need rhythm. Here’s how to build it:

1. Use Seasonal Keywords

Sprinkle in phrases homeowners are already searching:


	“Fall gutter installation”

	“Spring deck remodel in [your city]”



2. Create Local Landing Pages

One page per major service + location. Example: “Bathroom Remodeling in Springfield, OH.”

3. Collect and Showcase Reviews

Ask after every job. Send a text, an email, or even a thank-you card with a QR code.

4. Post Weekly

One project photo + a short caption about the problem solved. That’s enough to stay visible.

Case Study: Carl’s Review Rocket

Carl used to say, “I hate tech. My work speaks for itself.” Problem was, nobody new could hear it.

So he added a QR code to his thank-you cards that linked straight to his Google review page. Six months later, he had 60 reviews. His phone started buzzing non-stop. His revenue tripled—not because he got better at remodeling, but because more people could finally find him and trust him.

Bottom line: Google is the new word-of-mouth. Digital visibility isn’t about being flashy—it’s about survival, credibility, and freedom. If you’re invisible online, you’re invisible to half your market.

If you’re invisible online, you’re invisible to half your market.

SEO Tips:


	Seasonal keywords (“fall gutter installation,” “spring deck remodel in [city]”)

	Local landing pages (“Bathroom Remodeling in Springfield, OH”)

	Collect reviews and showcase them

	Weekly posts: one project photo + short caption



Case Study: Carl added a QR code to his thank-you cards linking to Google reviews. Six months later, he had 60 reviews—and tripled his revenue.

Cash Flow Mastery: The Lifeline of Your Business

Common mistakes that fuel famine:


	No deposits (always get 25–50% upfront)

	Delayed invoicing (bill immediately at milestones)

	Mixed accounts (keep personal and business separate)

	Feast spending (plan for worst-case, not best-case)



Case Study: Ethan in Arizona used Profit First:


	50% Operating

	15% Taxes

	10% Profit

	25% Owner’s Pay



Within three months, he had a tax cushion—and peace of mind.

Action Steps

1. Seasonal Planning


	Identify your slow months

	Create service packages tailored to them

	Promote 30–60 days in advance with urgency



2. Marketing Rhythm

	Block weekly time for marketing 
	Post one project photo per week

	Ask for reviews every job

	Share seasonal tips






3. Mindset Reset


	Block time for business development

	Track wins weekly

	Surround yourself with other CEO-minded contractors



Mantra: “I don’t wait for work—I create it. I don’t guess—I track. I don’t hustle—I lead.”

Final Thoughts: Build Rhythm, Not Just Revenue

Feast-and-famine is a symptom of a reactive business. Predictable cash flow is the reward of proactive leadership.

You don’t need to be everywhere—you just need to be consistent. You don’t need to be perfect—you just need to be prepared.

This isn’t just about money—it’s about peace of mind. About building a business that feeds your family, funds your future, and frees you from the rollercoaster.

So, take the checklist. Build the rhythm. And remember: the best contractors don’t just build projects—they build systems.
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Chapter 2: The Pricing Pitfall — Stop Bleeding Profit to Win Jobs
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THE PAIN: WHEN WINNING the Job Means Losing Money

You land the job. The client’s thrilled. You’re swinging hammers and making magic. But halfway through, your stomach sinks—you underbid. Again.

Now you’re eating costs, working late nights, and praying the next job will make up for this one. You’ve got that sick pit in your stomach, because you already know: it won’t.

This is the silent killer of young remodeling businesses. Not bad craftsmanship. Not lazy crews. Not lack of hustle. It’s bad math—and an even worse mindset.

Every time you undercharge, you’re training your business to survive on scraps. You’re teaching clients to expect miracles for pennies. And you’re telling yourself—deep down—that your work isn’t worth more.

And that’s not just math. That’s identity.

Let’s fix that.

Joe’s Story: The Remodel That Broke Him

Joe’s story doesn’t just hit close to home—it punches you in the gut. Because it’s not just his story. It’s yours. It’s mine. It’s every contractor who walked into business with calloused hands, a full heart, and zero clue how to protect themselves.

Joe didn’t start out chasing money. He started out chasing meaning. Tulsa. First big job. Full kitchen remodel. $18,000 quote. It felt right. Fair. Like the beginning of something good.

But by the time the dust settled, Joe was $3,200 in the red. Not because he was lazy. Not because he was sloppy. Because he didn’t know what he didn’t know.

Materials spiked mid-project. His sub vanished for three days. The client added “just a few things”—which turned into a full-blown scope creep. Joe didn’t push back. Didn’t re-quote. Didn’t even flinch. He just swallowed the loss. Quietly. Alone.

And then he did it again. And again. Until the pattern became the business.

It wasn’t the work that broke him. It was the silence. The quiet bleeding of time, money, and self-worth.

Joe didn’t pad for waste. Didn’t charge for delivery. Didn’t protect the 12 hours he spent fixing a plumbing issue that wasn’t even his fault. He didn’t protect his margins. He didn’t protect his sanity.

He was working harder than ever—and losing money doing it.

Sound familiar?

This is the trap. You want to be liked. You want to be fair. You want to prove yourself. So, you underbid. You overdeliver. You eat the cost. And you whisper to yourself, “Next time I’ll get it right.”

But next time never comes. Not until something breaks.

For Joe, it was his confidence. He started wondering if he was cut out for this. If he should go back to working for someone else. If the dream was just a slow-motion burnout.

That’s when he reached out. Not to a guru. Not to some flashy influencer. To a coach. A contractor who’d been through the fire and lived to tell the tale.

That coach didn’t teach Joe how to swing a hammer. He taught him how to swing back.

Joe learned how to price for profit—not just survival. How to build buffers. How to track time. How to stop apologizing for charging what the job was worth.

It wasn’t easy. Joe had to unlearn years of people-pleasing. Had to sit in the awkward silence after quoting a higher price. Had to say “no” to unpaid extras. Had to believe—really believe—that his time mattered.

But he stuck with it.

Six months later? Booked out three months in advance. Profitable. Peaceful. Confident. And finally—finally—unapologetic.

Here’s the truth: Pricing isn’t just math. It’s identity.

When you undercharge, you’re not just losing money. You’re telling yourself you’re not worth more. You’re training clients to expect miracles for pennies. You’re building a business that drains you instead of fueling you.

But when you price with clarity and conviction? You attract better clients. You set boundaries. You breathe again.

Joe’s story isn’t rare. It’s the rule. And if you’re reading this thinking, “That’s me,”—good. That means you’re ready.

Ready to stop bleeding. Ready to stop guessing. Ready to start protecting what you’ve built.

So, here’s your next move: Audit your last three jobs. Look at the hours. The extras. The costs you absorbed. Then ask yourself—what would that job cost if you’d priced it to protect your time, your team, and your future?

You don’t need perfection. You need honesty. Because honesty builds trust—with your crew, your clients, and yourself.

Joe didn’t become a millionaire. He became something better. A business owner who knows his worth—and defends it. And you can too.

OEBPS/d2d_images/chapter_title_above.png





OEBPS/d2d_images/chapter_title_corner_decoration_left.png





OEBPS/d2d_images/cover.jpg
BUILT

TO LAST

Strategic Systems for
Remodeling Contractors

Master the First Five Years with Proven
Tools and Real-World Insights

Mark McDonald





OEBPS/d2d_images/chapter_title_corner_decoration_right.png





OEBPS/d2d_images/image000.png





OEBPS/d2d_images/chapter_title_below.png





