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This book is written for painting contractors. If
you’ve been working as a painter for several years
and want to go into business for yourself g
clients, selling the job, supervising the work| a

collecting the money when it’s due i
for you. If you’ve been runninga
business for several years
notes with another paint con
also for you. I'll let you 1 0
see how I run my company.
learn enough to
volume worthwh

xpect that you’ll
e you spend with this

plain a little about how I
got into the busi e of my experiences may
sound familiar to you:

My partner and [ have been in the paint contrac-
ting business for a total of 20 years. We learned the
business through trial and error, asking questions,
and determination. When we went into paint con-
tracting, it seemed simple. All we needed were a
couple of brushes and rollers. We learned very
quickly how naive that was.

Our first job was an expensive home in an ex-
clusive area of Malibu Beach, California. When
doing custom work, you have to know a lot about
preparation, color selection, paint application and,
most important, getting the right price. My partner
and I knew absolutely nothing about any of these

subjects. So you could say we were bound to get
ff to a bad start. In fact, we lost our shirts, to say
the least.

You might ask how we got a big custom job in
the first place. Well, there’s an old saying in the
business world: ““They saw us coming.’”’ Because
we knew almost nothing about paint contracting,
our first client knew he could get the job done for
peanuts. He also knew we would have to do over
anything he didn’t like. Inexperienced paint con-
tractors end up doing the work over and over again
until the client agrees to pay up. Of course, we
weren’t licensed. So we couldn’t sue to collect.

Naturally, the job took forever. We had to paint
everything at least three times before the customer
was satisfied. But there was one payoff on that job
that we didn’t expect. We learned more in that first
month than on all the jobs we did in the next year.

Having launched myself into a career in paint
contracting, I decided to find out as much about
the subject as possible. I soon discovered that little
has been written on the subject. I searched
libraries, book stores and technical schools for
anything that would help. What I found had
almost no practical value to a paint contractor. So
I used the only method available. I kept working
and asking questions.

During those early years, my partner and I
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would start many mornings over a cup of coffee at
the paint store. Usually we met some old-timers
there who would share their knowledge of painting
with us. If we ran into a problem on a job, we
would be at the paint store early the next morning
trying to pin one of these guys down. This worked
more often than not. But we soon learned that no
one knew exactly how to solve every problem. Old-
timer Joe would tell us to mix our paint one way. A
few minutes later, old-timer Bob would tell us that
Joe’s method would never work. We should do
something else. This usually left us with only one
alternative. We listened to everything the old pros
said. Then we went out and started experimenting
until we got the right result.

We also discovered that employees working in
paint stores knew less than we did about applying
paint. Most paint store employees have little prac-
tical experience. Some are working as clerks
because they couldn’t make it as painters. Most
knew enough to help the average homeowner, bu
quickly got lost on the finer points that concer
professional painter.

We did, however, find a couple of retired pain-
ting contractors who were working in paint stores.
Without them I’d probably be in so
business today. There’s no substitute for
experience on a job. Those guys kn r
and time-saving methods thandve Id i ine.

Our business grew over tHéye went from

a little two-man company o ut of the
trunk of a car to a full-séri ing business
with 18 employees. We’ type of paint

contracting: ¢
homes, industria
stores), tract
construction and CO

Over the years we've worked hard and learned a
lot. We’ve worked many 18-hour days and seven-
day weeks to get the job done. We've worked with
general contractors, architects, homeowners, and
interior designers. We’ve learned that every type of
work requires specialized know-how — knowledge
of the best and quickest way to get the job done.
Using an 18-man crew to paint 185 condos is an en-
tirely different business than doing a custom home
for a designer.

Running a painting contracting business can be
good work. You can make a nice living at it. And
there are advantages to working for yourself. As
the business grows, you’re building an asset that

, new custom

grows in value. Of course, there are also disadvan-
tages. It’s demanding work with risks and potential
problems on every job. And you have to meet and
deal with the public every day. But I enjoy my
work and expect that you could also.

I’m not going to explain the basics of painting
here. Several books are available that describe all a
homeowner needs to know tQ apply paint and
coatings. But I am going to suggest ways a paint
contractor can improve ed application
techniques. There’s a differ tween a Satur-

day afternoon crafts joys putting a coat
of lacquer onga c@d a paint contractor
who’s coating reds of square feet of
casework. I’ll i ay production painting
has to be done t.make a profit. And I’ll also show
why produ inting doesn’t have to mean a
sacrifi ality.

0 this book covers the ‘‘how-to’’ of run-
ning a ‘paint’ contracting business. It takes both
ainting skill and good organizational skills

bu

a paint contracting company. You’re not

oing to make it in the painting business if you

don’t understand production painting. And you’re

ever going to make it as a production painter if
you can’t run a painting business.

Emphasis will be on what distinguishes a suc-
cessful paint contracting business from a company
that bumps along year after year, doing O.K. in
most years, but never really becoming an establish-
ed name in the business. In the years I've worked as
a painter and paint contractor, I’ve noticed that the
most successful, most profitable painting com-
panies seem to have a lot in common. That’s what
I’'m going to dwell on: what it takes to establish
and build a successful painting business.

Before we get started, I want to warn you that I
refer to ““he’’ and ‘“him’’ rather than “‘she’’ and
““her”’ throughout this book. I do this for two
reasons. First, most professional painters and
owners of painting companies are male. I realize
that women make good painters. And I know
several women that are running successful painting
companies. But men are still in the majority. The
second reason is convenience. It’s easier to stick to
one pronoun. And I’d rather not invent a pronoun
like he/she that would cover all the bases.

So don’t think that my choice of gender is in-
tended to exclude anyone. Every reference to the
male of the species is intended to include the
female. Maybe in the second edition of this book

6 Buy similar Craftsman Book Co. titles here: www.Craftsman-Book.com
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I’ll make all my pronouns female just to balance
the scales.

Having covered these preliminaries, let’s get
down to business.

Setting up a system of organization is the subject
of this chapter. Good organization is the founda-
tion of every successful business. So that’s where
we’ll start — with the foundation.

Getting Organized
The main difference between a freelance painter
and a paint contractor is organization. It doesn’t
matter whether a freelance painter has his paper-
work organized. He’s paid for his time and crafts-
manship. Organization may be irrelevant. But for
everyone else in the painting business, organization
is essential. Once you put that first employee on the
payroll, you’re running a company, and that com-
pany has to have procedures, standards and objec-
tives. That’s organization.

The foundation of every professional company
is good organization. Good organization is j
having a place for everything and putting
everything in its place. It’s deciding who does what
job, what procedures to follow, and setting, up
guidelines for your company’s success. u
organization, you have misdirected effort

sion, neglected opportunities, wast d
jobs half-completed or never s tion
is essential in the painting bu aintain-
ing the company files to estima’ painting

a room to making phone
How do you organize ? Actually, it’s a
sta setting some goals.

One major reaso sinesses fail in their
first year is tha
plan, some goals
the reason for putting in all those long hours. If
your goals aren’t clear, your effort may be

misdirected, wasted, or both,

Company Goals

Have you ever asked a small boy what he wants to
be when he grows up? Usually you’ll get an answer
like, ‘I don’t know,”” or ‘I want to be a doctor.
Or maybe a plumber, like Daddy. But I'd like to be
a cowboy, too. Or maybe a pilot!”’

Now, that’s fine for a child, but when you’re
talking about your business, your livelihood, your
future, you should be more precise. A lot of
maybe’s and I’'m not sure’s will add up to no direc-
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tion. Take my advice. Make your decision. Decide
exactly where you want your business to be in ten
years. There’s nothing that says you can’t change
your goals as you go along. The important thing is
to have an express goal as a guide.

You could start off in the painting business wan-
ting to do top quality custom work and nothing
else. After a few years, you might decide to expand

custom work altogether. T
as long as you continue t

them precisely.
Set optimistig go

beginners in the pain iness want to have the
largest, most p %g pany they can imagine,
That’s fin ith¥scope like that come prob-
ize: employee problems, cash
proble counting problems, legal problems,
an more. Maybe you’d be more comfor-
lightly smaller company with a few

Iso be realistic. Most

S blems.

Settifg goals is even more important if you have
a partner. Both of you should agree on exactly
here the company is going and how it’s going to
et there. Bungling these initial steps —
establishing company goals and ideals — is the
most common cause of failure in partnerships. If
you’ve got one or more partners, get an agreement
on goals. If you don’t, you’ll end up with two part-
ners in the same harness but pulling in opposite
directions.

Here’s an example of a company goal:

I will have eight to ten qualified painters working
for me. The company will have two vans, three
trucks, and all the tools and equipment necessary
to do our work. We’ll have a fully-equipped office
with a secretary. We’ll have well-established con-
tacts in the business community and established
credit where needed. There will be enough work to
keep most crews busy nearly all the time. Annual
volume will be 3500,000 and our after-tax profit
will be 5% of gross.

That’s a reasonable goal. We could start work-
ing on it today. But to be sure we’re on the track all
the way, let’s break that ten-year goal down into
some intermediate goals that happen a little
sooner:

After one year we should be 10% of the way to
the final goal. After two years we should be 20% of
the way there, and so on. After two years volume
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should be $100,000, we should have two painters
on the payroll, and profit after tax should be 5% of
$100,000, or $5,000. If you hit an intermediate goal
sooner than expected, that’s great. Simply adjust
the remaining intermediate goals so they still reach
the final goal at the time you established.

The final step in the goals program is to type up
a neat copy of the finished product. Post it near
your desk or on the back of a closet door. Study it
once a week to see how you’re doing and to remind
yourself what your next move should be. If what
you’re doing is getting you closer to the goal, keep
doing it. If what you’re doing isn’t taking you
there, determine what changes need to be made
that will get you there.

Money to Meet Your Goal

So far so good. We haven’t talked about how we’re
going to get there yet, but at least we’ve established
the direction and have a yardstick to measure suc-
cess or failure every year along the way. Now, let’s
get practical. A $500,000 painting company is
pretty good-sized business. It will take some mon
to keep that business running. Let’s figure how
much.

You’ll need four or five trucks, so ice
equipment, some specialized painting t a
equipment, and probably a small i f
materials and supplies. The biggestghvestment will

be in receivables and work i
If your company is like
companies, you’ll need
$200,000 to run a yearlyvolu
probably seems likega
cessful painting

pr.

& painting
i t of about
of¥$500,000. That
of ney. But a suc-
n that much working
capital. Here’sfa breakdown. Allow $80,000 for
receivables. At @3$500,000 annual volume, you’re
taking in over $40j000"a month. If bills are paid
about 60 days after they’re sent out, that’s $80,000
owed but not yet paid. Work in progress may eat
up another $20,000 to $40,000 in labor and
material advances before the job is finished and
can be billed out. So receivables and work in pro-
gress together come to about $100,000.

You’ll need roughly another $100,000 for equip-
ment, supplies and materials, Five trucks, painting
equipment, and tools will probably tie up about
$75,000. Figure on spending about $25,000 for of-
fice supplies, equipment and a small inventory of
painting materials.

Do you think you can get along without this

Buy this complete title here: https://bit.ly/3xIHUN4

$200,000, or with a lot less? I doubt that you can.
I’ve seen some painters try. It’s a constant struggle
to run any business without adequate capital. And
a painting business is no exception. The slightest
little upset and lawsuits and lawyers become thick
as flies around watermelon rotting in the August
sun. Don’t bet that you’ll need one cent less than

$200,000 in working capital to run a
$500,000-a-year business.
Where are you going to ' $200 000? You

can borrow some of th
lend about 80% of
maximum loan is prdb
suppliers will%

t $60,000. Material
materials and you can

take 30 or 60 e bill, That’s known as
trade credit. It iving you a loan. But trade
credit will $10,000 to $20,000, even for a

fairly ontractor. That still leaves you
ab0ut short Where’s that money going to
unately, there’s an answer. Most successful
ainting contractors have discovered that a pro-
fitable company will generate its own working
capital. Remember our goal of a 5% profit after
ax? Let’s make some assumptions about the
business and see how that 5% profit adds up dur-
ing our ten years of growth.

We’ll assume that business volume grows at
$50,000 a year, reaches $500,000 at the end of ten
years, and that profit averages 5% after taxes. Run
that through your calculator and you’ll discover
that profits total just short of $140,000 for the ten
years. That’s the cash you need! The money’s
found!

But describing the process is easier than doing it.
The hardest part is making that 5% after-tax pro-
fit. The next hardest part is leaving the profit in the
business. Taking all the profit out of the business
each year makes sustained growth impossible.

Resolve right now to earn a 5% profit after all
expenses (including your salary) and taxes are paid.
And then resolve to leave that profit in the
business, no matter how much you would like to
have a new truck or some office furniture.

It’s important to keep in mind that in the exam-
ple we just covered, we are looking at a business
that could, ten years down the road, be a
$500,000-a-year operation. Don’t let the large
figure of $200,000 in operating expenses throw you
off. This is a long-range goal and is accomplished
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by an increase in volume, production and profits
on a yearly basis.

The first-year goal is 10% of the $500,000 vol-
ume, or $50,000. That’s a realistic goal for some-
one just starting out. Your operating expenses
for a $50,000-a-year volume will be approximately
$15,000 to $20,000 for that first year.

Remember that this is a step-by-step process. Set
your long-range goals and build each year to ac-
complish them.

Once you’ve made those resolutions and have a
clear goal in mind, you’re ready for the next steps.

Using the Numbers

I’m sure you’ve seen advertisements that show a
group of executives in three-piece suits seated
around a conference table. At the end of the table
is a large easel that holds a graph with some lines or
bars or pie charts. You’re supposed to infer that
these executives are making an important decisio
based on some set of company figures.

I don’t know whether decisions are made this
way in large corporations. But I do know tha
every painting contractor needs to kno !
happening in his business. And the bes
follow day-to-day activity is to keep
key indicators that show how the busines

These indicators can be like a ro
where you’ve been, Even m i r

predictors of what’s going &‘ind a set of
key indicators (numbers) that‘are €asy to compile,
easy to use, and easy t derstand. I guarantee
that these indica ! you avoid a lot of
grief and show new opportunities.

The indicato should show how each
area of your buSiméss is doing: promotion,
estimates, jobs sold, production, work completed,
and receipts. The system doesn’t have to be com-
plicated. In fact, the opposite is true. The key in-
dicators should simplify your job.

I recommend that you keep track of only about
six key indicators. These are explained in the
following paragraphs. You may select slightly dif-
ferent indicators or decide to use other figures. But
it would be foolish to keep track of 20 or 30
statistics in a small company. You don’t want to
spend any more time than necessary doing paper-
work. The idea is to find the most important areas
in your business and watch them like a hawk.
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The indicators I follow are:

1) Promotion: Dollars spent on promoting com-
pany services.

2) Estimates: The dollar value of estimates com-
pleted and submitted to the customer.

3) Jobs Sold: The dollar volum®&of contracts sign-
ed.

4) Production Hours: er of hours work-

ed by painters.
yp >
k ontract value of work
i

5) Work Com
finished in the

6) Gro ®Dollars billed out (on invoiced
work) cash received (on cash-on-completion
jo

Pickpa cutoff time for your key indicators.

nything that happens after that day goes into the
next period. You’ll probably want to use a one-

onth period. But some figures are so important
that you may want weekly tallies.

Notice that these indicators follow in a logical
progression, First, you advertise. The ads produce
inquiries that result in estimates. Successful bids
result in signed contracts. Then the painters begin
to work on the job. The job is finished and pay-
ment becomes due. Finally, payment is received.

If one indicator is falling, you can expect the in-
dicators downstream to drop off shortly. If one
area is doing well and the indicators are going up,
the indicators that follow should head up in a week
or two. Figure 1-1 shows how the various in-
dicators generally correspond with each other.

Here’s an example: Let’s say you’ve been skimp-
ing on the promotion budget for several weeks.
You were just too busy to do any new promotion:
no letters sent out, no phone calls to contractors,
and so on. What happens? You can expect fewer
requests for estimates. A week or two later, the
value of contracts signed will fall. The following
month your painters will have less work to do. Less
work will be completed. Finally, receipts will drop
off.

Here’s another example: You’re looking at the
figures for production hours. It’s running at about
normal. But sales and estimates are up more than
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Typical pattern of key indicators
Figure 1-1

50%. You’ve probably developed a hefty work
backlog. Some customers are waiting for work to
begin. That’s a bad sign if the wait is getting too
long. Maybe you need to add some manpower tem-
porarily until production is in line with sales.

Suppose the reverse is true. Sales are down but
production hours are steady. It could be that your
crews are stretching out the work because they
suspect a layoff is coming. Closer supervision may
be in order.

You can see how useful these indicators are.
With a little practice, you can read them like a
book. And as you develop more than one year of

10

figures, the numbers become even more valuable.
Month-to-month comparisons aren’t always valid
because of normal business fluctuations during the
year. For example, you would expect December
production and receipts to be below October pro-
duction and receipts. That’s normal. But if
December of this year is a lot slower than
December of last year, you should know why.

If you’ve never had your own business before, or
if you’re not crazy about paperwork, don’t panic.
Collecting numbers needed to track the key in-
dicators doesn’t take much time. And it can make
your company much more efficient and profitable,
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4
The indicators help you s \}s before they
ner

happen. Sometimes the usiness will get
so busy that he : forest for the trees. I
know that hapg key indicators help
you step back e big picture. They keep
you in contact tal signs of your business.
You can see what’s happening right there on paper.
You don’t have to rely on impressions or hunches.

But be realistic about the indicators in your
business. For example, just because your promo-
tion expense suddenly jumped 50%, don’t expect
estimates to jump 50% the following week. The
pattern of the response you get will look more like
Figure 1-2. It takes people time to read those letters
and respond. Not everyone who’s going to respond
will call in the first week or two.

Use the key indicators correctly and you’ll have
an excellent tool for measuring the performance of
the most important areas of your business. That’s a
key step in getting your business organized.

The Organization Board

Look at Figure 1-3. It’s an organizational chart for
a painting company. Joe and Frank have identified
the five major areas of responsibility in their com-
pany and either Joe or Frank has been made
responsible for each. Under each area of respon-
sibility is a list of the duties in that department. I
call this chart an organization board, and I think
every painting company should have one.

An organization board is an X-ray picture of
your company’s structure. It shows who has what
job and what that job includes. In a larger com-
pany, the Org Board will be a very complicated
diagram with lots of sub-departments and func-
tions listed under each major division. In a smaller
company, the board could be as simple as our ex-
ample. The only important thing is that it makes
clear who does what. It should show at a glance
every significant function in your company and
identify who has responsibility for that task. If

Buy similar Craftsman Book Co. titles here: www.Craftsman-Book.com 11
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you're going to be productive and show profits
year after year, your organization has to run
smoothly. An Org Board is designed to help it do
just that.

Start your Org Board on a piece of posterboard.
Keep it neat. Leave plenty of room for expansion
in the tasks listed. Post the board in your office. If
you don’t have an office, make the Org Board
small enough to carry on a clipboard or in a brief-

case.
The nature of an Org Board is that it keeps grow-

ing and getting more specific. Every time there’s a
problem in an area that isn’t listed on the board,
add responsibility for that task under someone’s
name. If there’s a question on who has respon-
sibility for some function, change the Org Board so
it answers the question. When someone new is
hired, he or she should be added to the board. The
board is never complete. It just keeps getting better
and better in defining who does what in your com-
pany.

JoE 's Fan

If you’re running a one-man company, making
an Org Board will identify the range of tasks that
have to be done. The Org Board will help you
divide your time among all the tasks. Some time
has to be reserved for each task each week so that
all bases are covered.

Many small painting companies neglect promo-
tion, let bank statements accumulate unopened for
several months, or fail to plete estimates
because no one took char
done. The Org Board wi
It places responsibilit
and makes tha‘del
company.

n some individual
clear to everyone in the

Getting Things Don
portunity, watch a successful,
erson work. As likely as not,

¢ CompANY

MANAGEMENT PROMOT!I INANCES TOBS ESTIMATING
Joe Frank FranK Joe
Paperwork FLYERS PAys BiLs Ik; CHARGE OF | Ives esrimaTES
ACTYAL WORK
MAKES SURE LES SURE Des PyRoLL SeTs APANTIEVTS
LicensE 1s yP LETTERS OR HIRES PANTERS
N AT TRIENS. e e BUYS MATERIALS
TIWsSURANCE
YeDULES ToES
RUNS ADS N
ColLECTs moaEYy | NEWSDPAPERS,
Priove Beok,
<.
DoES SMTIsTICS 7

Typical organization board
Figure 1-3
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quence. There’s little wasted motion or idle time. the checks into numerical order and file them. That
But notice something else. He probably keeps finishes it.
working on each task until no further action is Keep going like this, finishing as many items as
possible. And that’s the key, completing work on possible, clearing them completely off your desk
each task before starting the next, even if there and into a file, the trash can, or a pile that you’re
isn’t enough time to finish all the tasks. going to give to someone else. Finishing a limited
What does this mean to you? I'll explain it this number of tasks completely is always better than
way. Imagine that you’re at your desk and have an working a little on all tasks. Finishing part of any
hour to work on an accumulated pile of cor- job is inefficient. Time is wasted whenever you
respondence, bills, notes, advertisements and look at something and dedide do nothing or
phone calls that have to be returned. There isn’t leave it half completed. ings done, adopt
time to finish everything. What’s your way of this rule: If you start i shit.
handling this problem? This rule dossn't ply just to office work. It’s

oughout the day. Starting
plete leaves a little bit of
here, whether you’re con-

A less-organized person would pick through the true of all activities
t\

pile, pulling out something here or there that seem- something you@o
ed interesting, working more or less at random and your attention

finishing work on little or nothing. If that’s the scious of it Do this several times a day, day
way you usually tackle a pile of accumulated mail, after you've accumulated piles of distrac-
there’s a better way. tio whiere you turn. That makes reaching
Let me suggest the way it should be done. First, g d more difficult.
do the easy part. Discard or file everything that inting is usually more efficient if you finish
doesn’t need any further action on your pa ch t of the job before going on to the next.
Throw out the advertisements, file the receipts, ssume that the job is to paint one room. First,
sort out what has to be given to others so it can be drop it out completely. Cover everything, Use
passed on to them later. Just doing that uld asking paper where necessary. Second, prep the
reduce the pile by half. Notice that you’ - room. Dig out all the cracks. Fill all the holes.
pleted all that can be done on each item di e Prime all the raw wood. Do your finish sanding.
filed or collected for others. Dust everything. Third, paint. I know that drying
Next, set some priorities. THere’ hour times, some primers, and use of scaffolding make
available and five minutes is gone@lready. Set aside this impossible sometimes. But when possible, it’s
what can wait until more timeji le. That more efficient to complete what you start before
may reduce the pile by half ; re probably going on.
left with a small pile thatglieeds your immediate at- If you aren’t using this system now, try it. And
tention. That’s the : concentrate your ef- encourage employees to do the same. You’ll notice

fort. the improved productivity.
ft in the pile until work

is finished or no er can be done. Company Meetings

Review each invO for accuracy. If correct, Once a painting company has more than two or
write the check, put it in an envelope with a stamp three employees, company meetings will prevent
and put the envelope where you’ll remember to problems, resolve disputes and improve coordina-
take it to a mail box. Then file your copy of the in- tion. These meetings could be weekly or monthly.
voice. That finishes it. They could even be held only as needed. How often

Answer phone inquiries one at a time. Return the isn’t important. What is important is that you pro-
call, answer the question or make the appointment vide some official forum for the exchange of infor-
as appropriate. When you hang up, note the time mation.
and date in your appointment book or send a con- In a company with no more than six or eight
firming letter or quote immediately. File a copy. employees, you probably want everyone on the
That finishes it. payroll to be present. In a larger company, only the

If you’re reviewing the monthly bank statement, department heads and key field supervisors would
scan the checks, find the total of outstanding be invited.
checks and deposits, reconcile the statement, sort Keep in mind that meeting time is nonproductive

13
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time. No work is getting done, There may not even
be anyone available to answer the telephone.
That’s why you want to keep meetings as brief as
possible. I’ve found that meetings held at 3:00 Fri-
day afternoon or at 7:00 Monday morning tend to
be brief and more to the point. These hours are
generally less productive anyway, so we lose less
productive work.

Your preparation for the meeting is important.
Getting ready for a meeting forces you to sit down
and take a look at your business from an executive
point of view. After a hard week of painting,
estimating, making phone calls, and handling
customers, you need to review results, evaluate
problems, and plan for the future. As the owner or
partner in a business, it’s your responsibility to give
the company direction and momentum. You do
this by reviewing company goals and evaluating
progress toward those goals.

As part of your preparation, make a few notes
on the topics to be covered. Something like the lis
in Figure 1-4 may be enough. Be sure to includ
time when the floor is open for anyone to bring u
any company problem. In a larger company, you
may want to give all the participants copie the
agenda so they can follow what’s been co
what’s coming up.

You, as the boss, call the meeti

d as
ne or

chairman, president and jud @l ha
more partners, these responsibilities are shared ac-
cording to your ownership intésestiyjln"a partner-

ship, the partners should
meeting to agree on an @gend
meet again privately afie

joint decisions /@
resolved.

Some topics g@on the agenda at most
meetings. For example, you’ll want to review
changes in the key business indicators (promotion,
estimates, sales, production, work completed and
receipts). The Org Board should be there to review
and change if necessary,

One prime purpose of company meetings is to
resolve problems that require joint action or a deci-
sion by the boss. Usually you’ll want to cover the
most important problems that have come up since
the last meeting. But keep in mind that this isn’t the
place to administer reprimands. That should be
done privately. Neither is it the place to resolve
problems that concern only one or two employees.
Why waste the time of those that aren’t involved?

tely before the

Oou may want to
full meeting to reach
ms“that have yet to be

WEEKLY MEETING CHECKLIST
1. CURRENT STATUS oF AL JoBs

2. UPCoMING TDBS
3. FQUIPMENT § MATE:

7. F
MOTIONAL ACT70171ES

i FORUM

Agenda for company meeting
Figure 1-4

Use the meeting to dispense information that
everyone should know, to get ideas from everyone
concerned with a problem, to coordinate the effort

of all when coordination is needed, and to form a
consensus on how to make the company run better.

One advantage of a company meeting is that it
brings together people with different areas of
responsibility and different perspectives. These
people see things in a different light. Get the
benefit of these perspectives. The meeting isn’t just
a place for the boss to pass out information. It’s
also a good time for the boss to learn about what’s
going on in the company. Make the best use of this
opportunity.

No meeting should end without a concrete
assignment of tasks and a memorandum of what’s
decided. Make notes yourself or have someone else
make notes on decisions, who is to do what and
when it’s to be completed. Before the meeting is
adjourned, read back the list of decisions,
assignments and deadlines. That makes
misunderstandings less likely and helps guarantee
compliance by everyone concerned,
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Wearing Many Hats tion will also eliminate many excuses, including the
In any business, but especially in a small business, old I-thought-Frank-was-going-to-do-that routine.
one person has to handle many jobs, When you Even in a large company, everyone needs
finish an estimate and start on the week’s book- a job description. The description doesn’t have to
keeping, you're switching roles. Take off your be more than a page or two long. But it should be
estimator’s hat and put on your accountant’s hat. detailed enough to leave little room for
On most days you’ll switch hats several times, from  misunderstanding. And it has to cover everything
estimator to salesman to manager to painter. You required of that job. Be sure to include in the
may not even be aware that you’re switching roles ~ description some standards for evaluating the
each time it happens. All of it is just your job. employee’s performance. Eyery@ne should have a
In a one-man company, the definition of each ~ set of goals for his work, justdike,you have goals
job is less important. The one man has to do it all. for the company.
But as a company grows, areas of responsibility ~ How do you decid escription should
have to be defined more precisely. Otherwise effort include? EasyloJus ack of everything the
is duplicated, two people or departments will be person holding t s and forgets to do for
working at cross-purposes, and some tasks will be a month or tw _ o
neglected. Figure 1.5 shows mple job description.
When you have several people on the payroll, A Go fey
labeling hats and defining jobs is important. Exact- E

ibilities? ici ? 5 :
e WSa s e ol wn, “or they can be impresive bound
are labeled and defi:ed correctl thepl"e ssﬁould I'm going to argue that written policies
Y re best. You don’t have to go overboard, but

?::::er ‘;;S::' n:;llzl‘:f:;‘:d effort, less conflict, and typed pages available to everyone make it easier to
" I painti . ‘ob defi nforce rules. Everyone knows exactly what the
3 " 1sma gal.n INg SOILpAnY,. o0 o6 rules are. Written rules make it easier for new
bonht avle t'obil“;' WHLINg. ‘;0151’ grg B employees. And the rules are impartial because
)¢ the only Job definition needed. they’re down on paper before some infraction
“‘l’lns b?gm to Comeﬁlp ab:l)ut L oW brings a specific person into the picture.
\I:os%:io:ltss : ?tl)eb tdoescfi‘::vetiorf lpe . d I-lo“f do you establish company policy? Easy!
iATice ea'sier clirifie the & Policy is what ha§ worked in the past and what you
A expect to work in the future. Policy is different
from an Org Board and isn’t like a job description.
It applies to everyone in each category. It’s a set of

3 : v pafly has policies and procedures. They
9
ly what does the estimator do? What are his c% al understandings that are never writ-
n
lumes.

son should
handle, and simplifies raiping of new

employees.

He}'e’s an examiple. You’ een wearing all the rules and regulations for those employees. Figure
hats in your co two years. You know 1-6 is a personnel policy for office employees in a
each job inside But now volume is so painting company.
heavy that you jus do it all. You’re ready to Business, like life, is a learning experience. Early
hire someone or promote someone to fill the posi-  in life you made it a policy to keep your hand off
tion of field supervisor. The person you hire pro- hot burners. Making that mistake once is enough.

bably has experience as a supervisor. But it’s  [t’s not profitable. It doesn’t lead to a positive
unlikely that he’s ready to step into your shoesand  result. It hurts. Policy statements are written to
do it your way right from the start. A good job keep the same mistakes from happening over and
description will smooth the transition period and over again. Hiring a painter with no experience to

make the new supervisor a productive team  do fine custom work is not a good policy. Making
member in the shortest time possible. He’ll know that mistake once is enough.

exactly what’s expected, the routines to follow, the You can make up a policy statement to cover any
people to contact, and so on. subject, from the smallest detail to the most ob-

If the person you hire has never been a super- vious task. When something goes wrong because
visor before, a clear job description will shorten the someone didn’t know what to do or did the wrong
training period considerably. A good job descrip- thing, make a note of what should have been done.
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The supervisor is responsible for:
* Follow-up on all completed jobs
¢ Continual supervision of all work in progress

® Preparation for all new jobs

Completed Work:

1) Make a final check on all completed work.
2) Respond to any customer complaints, and make sure aﬂ u@ork is done to
customer satisfaction. ,

Work in Progress:
1) Order all materials. Make sure the correct materi delivered to the job site.

2) If there’s a delay due to back-ordered materials, b ur crew is back on the job as
soon as the materials are available.

3) Make sure the job is done in proper ce and using the correct procedures.

4) Be sure you have the right craftsmen for each particular job. If the crew you hired is not
suited to the job, find one that is

5) Check personally on the he job at least twice a day.

6) When the custo e? s
directed to you and b

stions about the progress of the job, be sure all inquiries are
ou, rather than by members of your crew.

7) When the cus has)questions about money or contracts, direct these inquiries to the
owner of the paifiting pany.

8) Rep
job.

e owner of the painting company. Let him know the status of each

Future Work:
1) Record new jobs on a scheduling board.

2) Review each job contract with the owner of the painting company. Determine exactly
what is to be done on each job.

3) Make any special arrangements that are necessary. These might include: ordering
materials in advance or juggling the schedule to make sure that the right crew is available for
the job.

16

Supervisor’s job description
Figure 1-5
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Acme Painting Company - Personnel Policy for Painters

Hours: 7:00 a.m. to 3:30 p.m. One-half hour off for lunch. Two 10-minute breaks; one in
the morning and one in the afternoon. Work stops at 3:15 p.m. Cleanup is from 3§15 p.m. to
3:30 p.m.

Tools: All painters are required to have the following tools:

e Two spackle blades ¢ @
e One 3’ vinyl brush, flat edge A\

e One 2"’ vinyl brush, angle edge

One 3’ bristle brush, flat edge @

One 2’ bristle brush, angle edge \

One 4’ duster

* Two screwdrivers

Days: Monday through Friday I work is required, you’ll be notified in advance.
Transportation: Each pﬁi t ust provide his own transportation.

Appearance: Wear a\ y clean set of whites. Change frequently. Torn or grimy

Payday: The work week ends on Thursday at 3:30 p.m. Time cards are delivered to the of-
fice on Thursday afternoon. Paychecks are issued Friday afternoon at the office or at the
job site, :

Pay adjustments: Raises result from increased productivity and responsibility. No increases
are made due to length of time with the company.

Personnel policy for painters
Figure 1-6
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When there’s a dispute about some personnel mat-
ter, make a note of how the problem was resolved.
When you have enough notes on a particular topic
to fill a page, there’s the first draft of your policy
statement.

Give a copy of each company policy to all
employees concerned. Keep everyone aware that
the policy is still in effect by distributing another
copy every three or four months. Give every pro-
spective employee a copy of policy statements
before you offer a job. A new employee will follow
his own policies or those of a previous employer if
he doesn’t know your policies. Following company
policies should be a condition for continued
employment.

Buy this complete title here: https://bit.ly/3xIHUN4

More to Come on Organization

That’s as far as I’'m going now on the subject of
organization. True, we haven’t covered everything
needed to get your company organized. But we’ve
hit most of the important high spots. There’s more
that you need to know. But the remainder fits best
in the chapters that follow.

For now, be satisfied to set sGme goals, compile
i i , have an Org

y statements,

Board, job description
hold effective meeti ake it company
practice to fini* ea efore starting the next.

If you do that, g0 already better organized
than most pai N nies.

¥

R
o)
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‘\%inding
(and Keeping
Right People

No painting company is any, bebter’ than the
employees on the payroll. s hiring one of
the most important task

u can provide good
equipment thatthelps tur even an average painter
into an exceptiona pfoductive craftsman. You
can lay down rulesTand policies that put every
employee permanently on his or her best behavior.
You can provide incentives and rewards that pro-
mote high productivity. But there’s no substitute
for starting out with the right people. That’s the
subject of this chapter, finding and keeping
qualified, motivated, skilled employees.

How do you find good help? To answer that
question, start by understanding the painting pro-
fession and painters.

For many years, some general contractors and a
portion of the general public have assumed that
painters are drunks or transients or both. You’ve
probably heard more than one joke about an

alcoholic painter. I'll admit that the painting pro-
fession has its share of misfits and losers. But there
are losers, alcoholics, and misfits working as
judges, doctors, teachers and cops, too. Most of
the painters 1 know are sober, industrious, con-
scientious craftsmen.

Many painters do move from job to job regular-
ly. So do carpenters, masons, electricians and
plumbers. That’s the nature of the construction
business. Building has always been transitory
work. When times are good, there are plenty of
jobs. The pay is good. Everyone who knows a con-
struction trade can get a job. When work is slow,
you’ll find all types of construction workers drift-
ing from job to job. Many leave the construction
industry entirely. They have to. There’s no other
choice.

If anything, painting offers more permanent
employment than most construction trades. A
building goes up only once, But it will be painted
many times before reaching its normal life expec-

19
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tancy. Painters will still be repainting many years form I use. Be sure to get the name and phone
after construction is complete. That gives painters number of the applicant’s last three or four super-
better employment prospects than their brother visors. After the interview, call these supervisors.

carpenters, plumbers and electricians. Most will be happy to answer any question you
As a painting contractor, you should always be have about the applicant.
on the lookout for competent, conscientious, skill- Before offering anyone a job, show him a copy

ed painters. Even when you have enough good of your company policy statements. Tell him what
painters, keep a file of the names, addresses, and you expect of someone in the position he’s being
telephone numbers of painters who are available considered for. Don’t leave it u
for work. If you land a large job or fall behind on to figure it out for himself. I
scheduled work, you may need extra hands for a expect before hiring, yo
week or two. performance you desi

The real test@®of , gomes on the job. Put
with your most ex-
ordfor the first week or two. This
iod. You’ll know in short order
what you’re looking for.

Buying Experience and Skills

It’s not easy to decide who is and who isn’t going to
be a valuable employee on the basis of a ten-minute
interview. Of course, it’s easy to find out how
much experience someone has. Just ask him. But
experience may not be the best indicator of a
painter’s value to your company. I’ve met painters
with five years of experience who still haven’t pick-
ed up what an apprentice should learn the first t

days on a job. Your job interview should include
questions about how the prospective employee
would handle specific painting problems. ird-
degree interrogation isn’t necessary. J
shooting the breeze about work the appli
done, You’ll learn plenty.

If an applicant claims te
find out exactly what kind o i Has he
been doing custom work exclusi
lacquer? Can he do stain
Does he know how birc
when stained?

Anyone who[consider

at a new employee is a real hotshot with a spray
un but below average on enamel brushwork. Take
vantage of his strength with the gun. Have
another painter pick up the slack on enamel work.
A good man with a spray gun can more than carry
his weight in most painting companies.

You won’t find many painters who have
mastered all the skills needed in painting. Any that
have are probably running their own businesses. Be
satisfied with painters who show skills in enough
areas and are reliable.

, what kind?
sh oak will react

Look for More than Painting Skill
Let’s assume that you’ve interviewed several peo-
ple, and a couple of them have the experience and

himself a journeyman
should be able to e custom work, average

re-do work and a w construction. He should : : : . 3
also have some skill with staining. You can put a  SKill you’re looking for. How do you decide Which

qualified journeyman on nearly any type of job to hire? Here are a few other things to look for in

and know that he will get the job done with a  cvaluating your applicants.
minimum of problems.

There’s a big difference between painting ten Clothing — No one paints for eight hours and stays
new condos and doing custom work in a law office. perfectly clean. Splotched, paint-splattered
An experienced journeyman should be capable of clothing comes with the territory. But paint-
doing both, but most painters handle some types of splattered clothing doesn’t have to be tattered and
work better than others. During the interview, find dirty. Anyone who shows up for an interview in
out if your prospect is comfortable with the kind of dirty clothes will show up that way on the job, too.

work your company handles. And anyone working on your jobs represents your

An employment application form saves a lot of company. Sending a painter to a clleng’s hous.e in
time. Figure 2-1 is modeled after the application ragtag clothing makes a poor impression. This is
20
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Employment Application Form

Name Home phone
Address City/Zip
Education: High School College Trade School

List your last three employers:

Company name Phon

Address
Supervisor’s name Employed from to

Company name * ho
Address

Supervisor’s name Employed from_____to

Company name Phone

Address

Supervisor’s name Employed fr

Check the types of work you have experience in:

How long How long
___Exterior - . Custom staining
____Interior -_ ___ Spraying lacquer
__ Custom oy ____Spraying flat paint
____New construction S, Spraying enamel paint
____Staining __Large industrial projects

How you ever been a foreman or ift chdfige of job,production?

If so, what type of work?

How many total years of experie! ou have?

Do you have a dep

What tools do yo

Are you looking for tull time work? Part time work?

Are you willing to work part time?

Are you willing to work on Saturdays if necessary? Evenings?

Are you willing to travel out of town to work?

What is the minimum hourly starting wage you would accept?

What was your hourly rate on your last job?

Person to contact in case of emergency or accident:

Employment application form
Figure 2-1
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true in all types of painting, but it’s especially im-
portant when doing custom residential work.

If you and your men show up on the job looking
like bums, your client’s going think, ‘“Oh boy,
these guys are slobs! That’s probably the kind of
work they do. I'd better watch them like a hawk.”’
Don’t let that happen to you. Make sure all of your
employees know your policy: They should carry a
change of ‘‘whites’’ (white T-shirt, shirt and white
pants, overalls or jeans) in the truck. Encourage
them to change whites occasionally during the job.

Painters aren’t lawyers. No painter needs to be
spotless. But people feel better about themselves
and look more professional when neatly and ap-
propriately dressed. That means a change of whites
occasionally.

Neatness on the Job — Neatness is one of the stan-
dards I use to judge the professionalism of my
painters. Your clients will use neatness as a stan-
dard by which your company is judged.

I can see two major benefits of neatness. Fir
neatness improves morale, productivity and pro-
motes safety. Second, neatness gives clients the im-

pression that your company is capable and es-
sional. Let’s take a closer look at both S
points.

Anyone working in a clean, well- ized¥area
can accomplish more. Less tinfé is Waste king

for tools and materials. Les
ing soiled or spoiled work. Th
an accident. Slovenly
downright dangerous if
with children or pé

content and c
uncluttered env

ed repair-
s chance of
bits can be

working order and are returned to an appropriate
storage place when work is finished. It means that
painting materials are clearly labeled and easy to
get to. Buckets are kept clean for future use.
There’s nothing more frustrating than searching in
vain for a clean bucket when you need one. Time
spent searching is time wasted.

Good organization and neatness promote higher
morale. That improves productivity and raises pro-
fits. By itself, that’s enough reason to run a clean,
neat operation. But the second reason makes the
argument compelling: Neatness promotes your
reputation as a highly professional,-well-organized
painter.

22

Picking up after yourself on a job always leaves
a good impression. This is especially true when
you’re working in someone’s home. Some clients
don’t know enough about painting to spot top-
quality workmanship. But everyone knows a slop-
py painter when he sees one. Leaving drop cloths,
tools and paint scattered throughout the house
gives your client the idea that you do sloppy work.
Neatness on the job gives the impkession of quality.

Several years ago my conducted a
survey of both our ntractor and
homeowner clients. er questions, we
asked, ‘“What js th portant quality that a

painting contracter §ho have?’’ The answers
surprised me. [\as hat speed or quality or
low price would Be rated as number one. But of the

ded, 95% said neatness was
our clients probably feel the

most j
sa

0 nication — One of the things I evaluate in
prospective employee is his ability to com-
municate. Notice that there’s more to communica-
ion than just talking. Some nonstop talkers aren’t
ommunicating at all. Communication requires
listening, understanding and responding. A good
communicator needs both good listening skills and
the ability to get a message across to someone. To
communicate is to make a connection. A connec-
tion has to be a two-way street.

Your employees will usually be the first to notice
something going wrong on a job. They’ll be the
first to hear a complaint when someone else notices
a problem. Evaluating the problem, solving it, or
telling someone about the problem takes com-
munication skills. A painter who won’t com-
municate or can’t communicate is going to leave
some problems unresolved and will make the rest
worse.

Here’s an example. One of your employees is
working alone on a job. The client shows up on the
job and starts complaining about a color match. At
least three things could happen:

First, the painter could ignore the client and go
on painting. He says to himself, ‘“It’s not my pro-
blem.’’ This is obviously a mistake. It rates a flat F
in my grade book. Ignoring the problem shows
poor communication skills. I expect my painters to
do better.

Second, he could refer the problem to someone.
Just calling the office and passing on the complaint
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is a step in the right direction. That rates a C or
maybe a C-plus if the painter showed courtesy and
understanding in dealing with the client.

Third, the painter could use good communica-
tion skills to handle the problem right there. He
could explain that paint changes color as it dries.
The finished job will look more like the sample
when fully dry. He could explain to the client that
it’s nearly impossible to match new paint with
weathered paint, even when the formula is the
same and the paint is from the same manufacturer.
Further, he could point out that the contract for
this job states that color samples are approximate
and matches with existing paint are not
guaranteed. There may be no way to produce an
exact match. That’s the type of response that rates
an A for communication. In effect, the painter has
done all that I could do. He’s saved me an inspec-
tion trip to the job. And if he’s satisfied the client,
he gets an A-plus.

Good communication seems so simple. But
does painting — until something goes wrong. T
you’ve got a real mess on your hands. My advice?
Stack the deck in your favor. Give hiring
preference to painters who have good co ica-
tion skills.

Hire the Qualified

It’s a mistake to hire inexp€rien
because they’ll work for lo s.\0t’s hard for
new paint contractors to understan is. But most
seasoned pros will agre it’s, true. Nothing
i d quality quicker

people just

what you pay
bargains. But the ound at the top end of the
pay scale, not a pttom. Some exceptionally
productive craftsmen earn more than the top wages
they command. Very few underpaid novices are
worth what they cost.

The key to making a profit in the paint contrac-
ting business is doing it right the first time and in
the shortest time possible. With a novice, neither is
likely. Here’s an example. You sign a contract to
paint the exterior of a home. The contract price is a
little on the low side, but work’s been slow lately.
You know that there’s still some profit in the job if
the labor cost is kept to a minimum. To save
money, you hire a couple of would-be painters at
$6.00 per hour. You know that they don’t have
much experience, but you’ll use them and keep
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your fingers crossed.

That’s usually a mistake. Here’s what happens
nine times out of ten. The job starts out late and
runs behind schedule from start to finish.
Everything has to be done two or three times and
still isn’t right. There’ll be a lot of touch-up at the
end. You’ll waste valuable production time show-
ing your inexperienced painters what to do. The
client recognizes that struggling and
assumes that your comp ays works that
way.

If you had used
have gone stfaigh
Your client

ters, the job would
h with little touch-up.
iate the speed and ac-
and recognize their profes-

Novige always take longer than an ex-

uld M@ve onto the site with all the equipment
nd@materials needed, proceed systematically and
apidly through prep, application and cleanup, and
then pull off the job promptly. A brisk pace is the
most effective way to minimize problems and max-
imize profits. I’ve never found novice painters who
could maintain anything like a brisk pace.

Rewards and Incentives
Getting high productivity from each employee
should be one of your primary objectives. A pro-
ductive worker will give you a good day’s work for
a day’s pay. But everyone on your staff could work
better, faster and smarter with the right kind of in-
centive.

Incentives take many forms. Some cost nothing.
Praise and thanks can be very effective. But I’ve
found that money is the most universal motivator.
Any tradesman who knows that there’s a bonus for
premium performance will usually work to earn
that bonus.

Try this incentive on your next job. Tell your
crew that finishing the job in four days instead of
five will earn a $40 bonus for each painter and a
$50 bonus for the crew leader. You may be surpris-
ed at how much productivity improves.

The bonus doesn’t have to be a great deal of
money. The reward is mostly in participating in the
profits on a job well done. If the crew misses the
four-day target but finishes before the end of the
fifth day, let them know you appreciate the hard
work. Give them a small bonus anyhow. Good pro-

Buy similar Craftsman Book Co. titles here: www.Craftsman-Book.com 23



Buy this complete title here: https://bit.ly/3xIHUN4

Paint Contractor’s Manual

duction should be rewarded.

Here’s another incentive you may not have tried.
Let a crew ‘‘bid”’ on the job, quoting a total labor
cost for the work. You furnish all tools, materials
and equipment. You pay a set figure for their labor
— no matter how long it takes. You’re still the
employer, responsible for job quality, handling the
taxes and insurance, and collecting from the owner
or general contractor. But the tradesmen are free to
work at their own pace.

I wouldn’t try this ‘“bid’’ system with anyone but
an experienced crew, men you know and trust to
do good quality work. Neither would I use this
system on anything but the easiest and simplest
jobs, which can be done in a week or less. Anything
more complicated will involve changes and
negotiations that make a dispute more likely. And I
wouldn’t use this system on any job where there’s
the slightest doubt that full payment will be receiv-
ed immediately upon completion.

Please don’t misunderstand what I’m saying
Under this ‘“bid’’ system you’re not subcontracti
the labor. You’re just setting the wage by negotia-
tion before work begins. There’s a big difference.

Taxes and Insurance

I’ve seen painting contractors try to “* ac
labor. It doesn’t work. Your stéte the, federal

government make every emplo onsible for
amount
h taxes and

insurance and taxes, no ma
no mafter how employees are

due is computed. Failing t

on all employee
paid:

State Unemployment Insurance: All states have
unemployment insurance programs that provide
benefits when a worker is laid off or disabled. The
cost varies by state and with the employer’s history
of layoffs. But it’s usually about 4% of gross
payroll. You as an employer have to pay this to the
appropriate state agency monthly or quarterly.

Federal Unemployment Insurance: The federal
government also has an unemployment insurance
program that provides extended benefits to all
employees. You know this program by the initials
FUTA. The cost is about seven-tenths of one per-

cent of payroll (0.7%). You have to pay this tax
quarterly.

Social Security and Medicare: This one realiy
hurts. It’s called FICA on employee pay stubs.
Your share is about 7% of gross wages. Each
employee also has to pay about 7% of gross wages.
You kick in your 7% and withheld the employee’s
7%. Deposits go in twice th to a federal
reserve bank.

Workers’ Compens.
i verage for accidents
e job. The cost of this
te, by trade, by year and by
."For some trades in some

insurance varie
your loss

states t surance is close to one-third of
the ba e! For painters and paperhangers, the
costpis\usually between 7 and 10% of the base

. T te for supervisors and office workers
m lower, usually less than 1%. But the in-
ranceé companies won’t divide an employee’s
time between two jobs. An employee who paints
art-time and does office work part-time will be
classified as a painter for workers’ comp purposes.
Premiums for workers’ compensation insurance
are paid to your insurance carrier monthly,
quarterly or annually, depending on the policy you
carry.

Liability Insurance: Every employer needs liability
insurance to cover injury done to the public by
employees. The cost of this insurance varies with
the coverage needed and is based on gross payroll.
The cost of adequate coverage will usually be about
2.5% of payroll. This is generally paid annually.

The total tax and insurance burden is more than
20% of payroll for nearly all painting contractors.
And you as an employer pay it all. You also have to
withhold state and federal income taxes from
employee wages, but this comes out of the
employee’s pocket, not yours.

Is there any way to cut corners on these taxes?
Not legally. Every employer has to pay in full and
on time. Can you claim that your workers are in-
dependent contractors responsible for their own
taxes and insurance? Not likely. If your state is like
mine, you’ll have a visit from an auditor every few
years. The auditor has heard every excuse for not
withholding taxes and has a good argument against
each one. He’s backed up by a legal department
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that’s expert at bringing employers into compliance
with the law, retroactively if necessary.

My advice? Pay your taxes. Figure your tax and
insurance burden at 21 to 25% of labor cost on
every job. If you're paying a painter $8 per hour,
your cost is $10 per hour. Add 25% into every
labor estimate, no matter how your tradesmen are
paid.

When to Give Pay Raises

Every company with more than three or four
employees needs a written policy statement on pay
raises. Employees should know what they have to
do to earn more money. Having a written policy
avoids a lot of disputes. When you hire someone,
explain exactly what’s required to earn each pay
raise. That gives new employees a goal to shoot
for,

My recommendation is to grant raises only for
increased:

1) Production (the volume of work completed)
2) Reliability (doing the job without assistance)

3) Responsibility (accepting more duties)

If you have an employee who’s prc

is more reliable and is acceptirfg

sibility, he’s worth more, what’s ‘hecessary to
keep that man on your pa &hs type of
employee is adding to pr ontributing to

asonable that he par-

contribution,

Your policy O aises should explain how
employees are evaluated. Make sure each employee
has a copy of the policy statement. Here’s an exam-
ple:

Pacific Painting Job Evaluation Criteria

Pacific Painting employees are skilled profes-
sionals who provide high quality painting and
coating services to the community. Employees are
encouraged to accept additional responsibility, im-
prove their reliability and find innovative ways to
meet customer needs at lower cost and in less time.
Pacific Painting grants pay raises to employees
who can consistently demonsirate increased pro-
ductivity, who show higher reliability and who ac-
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cept additional responsibility.

Increased Productivity means getting more work
done in less time.

High Reliability means following company
policy so that work is done correctly, on time and
without assistance.

Additional Responsibility means accepting extra
tasks and following them thrOugh to successful
completion.

No increases will be

important. There’s no

t
f rowing older in a job. An
ease productivity, show
r agcept additional responsibility
re than the day he walked in the

I think this 4as
advantage by its;

oe has little incentive to improve his work.
nd of six months, will Joe be working any
arder or contributing more to the company? Pro-
bably not. Why should he? You’ve robbed him of
1l incentive to produce more, improve his reliabili-
ty or accept additional responsibility.

The Chain of Command

If you’ve ever served with the armed forces, you
know the meaning of that term. It’s the pecking
order in any organization, the order of authority.
In a painting company, the chain of command
begins with the owner or owners. Below him is the
field supervisor, who gives instructions to the job
foremen. These foremen direct journeyman
painters, apprentices and helpers. Let’s take a
closer look at each of these positions,

Owner— The buck stops here. The owner is
ultimately responsible for everything that happens
in the company. He answers only to himself, his
partners or co-owners. In a small painting com-
pany, the owner may also wear the hat of field
supervisor. In a two- or three-man company, the
owner is also the foreman.

Field Supervisor— He oversees all production. The
field supervisor schedules all jobs, keeps tabs on
each, handles problems referred to him either by
the owner or the foremen, and sets production
targets for the foreman on each job. He reports to
the owner. The field supervisor is usually non-
productive labor — he doesn’t do any painting.
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Smaller painting companies don’t need a field
supervisor until there are at least two crews work-
ing at the same time.

Foreman— He’s normally in charge of only one
job at a time. The foreman runs his crew, ensures
that the crew meets production goals for each day,
and makes sure that all necessary materials, equip-
ment, and tools are available when needed. He
handles production problems when possible and
refers what he can’t handle to the field supervisor
or the owner. He should be able to do any type of
work required on any job. Foremen are considered
productive labor because they’re painting when not
directing other painters. The foreman reports to
the field supervisor.

Journeyman Painter— He takes instructions from
the foreman assigned to his job. He may be switch-
ed from one job to another as job requirements
dictate. His job is pure production — painting!

Apprentice Painter— He’s still learning to be
painter. He takes instructions from the foreman
and the journeyman painters. His job is tglearn
the trade while he contributes to the produ of
the crew.

Helper— Every sngmflcant Job in
of tasks that don’t require s
supplies and equipment, prot
moving drop cloths, camnyi
cleanup, going for coff
store for supplies :
the lowest-paid
good idea to ing
more than two O
Helpers are the be link in the chain of com-
mand, but they can save you hundreds of dollars in
painter time on a large job. Use helpers whenever
possible. They keep your painters painting.

The chain of command provides a route for the
flow of instructions and information going up and
down the chain. Bypassing a link in the chain is
usually a mistake. For instance, if there’s a pro-
blem on a job, a journeyman shouldn’t start by
looking for the owner. The journeyman should
follow the chain of command, reporting the prob-
lem to the foreman. If the foreman can’t handle
the problem, he takes it to the next person in the
chain of command, usually the field supervisor.

From there the field supervisor may take the pro-
blem to the owner.

Instructions flowing down the chain should also
hit every link. The owner who makes it routine
practice to bypass supervisors and foremen is
undermining the authority of those passed over. In
an emergency, anything goes, of course. But
routine instructions should stick to adjacent links
in the chain.

In spite of the value of h
mand, there are times

chain of com-

noring it is better

than using it. I allow y o skip the chain of
command whetr it tg personal problems or
disputes that o can settle.

My door is
pany who

ay§ open to anyone in the com-
oblem that’s affecting his work.
’t insist that a journeyman or

for pervisor before bringing it to my at-
e . Bat'if the problem involves a supervisor or
re , I’ll call that man into the conference.

Accidents
very experienced painter has probably met an
accident-prone painter. Things just keep going
wrong around him. He may have the best of inten-
tions and try very hard. But for some reason every
time he sets foot on the job, a bucket of paint gets
dropped or a roller pole breaks a window,

Anyone can have an accident. But the best
workers have less than their share. Others
sometimes seem to have far more than their share.
If there’s someone on your payroll who’s accident-
prone, you may be better off without him — even
if he’s an excellent painter,

Every employer wants to show understanding
and compassion toward employees. But it’s foolish
to keep a high-risk painter on the payroll. A little
accident with a spray gun can cause a serious injury
or cost you the price of a car paint job. Figure 2-2
shows the kind of event your business can well do
without. All joking aside, this happens, and can
cost you hundreds or even thousands of dollars —
and most likely the goodwill of your client.

When to Fire
The last two topics that I have to cover in this
chapter aren’t my favorites. Neither will they be
yours. But they’re important enough to deserve
your attention. The first is terminating employees.
You fire employees for one of two reasons: First,

26 Buy similar Craftsman Book Co. titles here: www.Craftsman-Book.com



Buy this complete title here: https://bit.l>%§xll—!UN4

Accidents ar :
Figure 2\
there isn’t enough work4o ke veéryone busy. In

that case the disch oyee won’t be replac-
rid of a particular
employee will be replac-

Laying off loyal, trusted employees for lack of
work isn’t easy. But at least you can offer sym-
pathy and maybe a job later when work picks up.
Firing an employee for misconduct or poor work is
harder. When and how to fire under these cir-
cumstances is a matter of intuition as much as
anything. But I can offer some guidance.

Looking back over the employees I’ve fired in
the last ten years, my only regret is that I didn’t fire
some of them sooner. There are square pegs and
there are round holes. Trying to force a square peg
into a round hole is a mistake. Some painting com-
panies and some painters just aren’t meant for each
other. When you discover that situation, the
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sooner you part company, the better — for both
your company and the employee involved. The
Yellow Pages are full of other painting companies.
Your discharged employee may fit in perfectly in
one of them.

When I reach a decision to fire someone, it’s
always because that person has not followed the
company’s policy statements., These statements
establish what’s expected of all @mployees. They’re
the rules every employee
who isn’t following th
discharged.

If someone das
private verbal w

e a note of that warn-
at made the warning
lation might be worth a let-

If there’s a third violation, the
uld“know what’s coming. In effect,
self by refusing to comply with com-

1

ing and the %iolatio
necessary. A secend
ter of repri

n it comes time to fire someone, do it as
and as promptly as possible. Don’t be

. rect
apologetic or indicate that there’s any chance

ou’ll change your mind. You’re not doing anyone
a favor by making excuses. When it’s done correct-
ly, an occasional firing clears the air. It makes the
employees remaining on the payroll appreciate
their jobs more. And it gives everyone in the com-
pany a better understanding of your role and their
role.

One last point about firing. Do it fast. Don’t let
it drag out over several days. Once you’ve made
your decision, take the individual aside as soon as
possible. Pay him and send him out the door.

Employee Dishonesty
The last subject in this chapter is employee
dishonesty. In my book, an employee that steals
from the company or cheats the company is off the
payroll, immediately and permanently. I imagine
that you agree.

The more difficult problem is dishonesty that
can’t be proved. I have no simple answer here, but
suggest that a pattern of disappearances may point
so strongly to some individual that the company is
better off without him. This is true no matter how
good a painter he may be. When you’re painting
the inside of someone’s home, the last thing you
want is a painter going through the homeowner’s
desk looking for valuables. Take my advice. If you
identify a dishonest person, get rid of him.
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Lapmarks................ 177
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Problem-solving . ........ 31,34

Product quality standards . .. .32
Production

hours ........c.covvnen 9-10
targets ... 137,139
L00] | 'S 62-63
Productive labor. ........... 65
Professionalism ............ 29
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glazing . ................ 190
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......... 66, 68, 112, 114, 120
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Shutters . . ............ 152, 154
Side wear,brush .. ......... 156
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paint selection
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Troubleshooting
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Verbal agreements .......... 33
Vertical straight lines . ...... 174
Vinyl wallcovering ......... 166
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shing compound . ....... 159
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paints.......... 148, 154, 157
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Water damage
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Weekly meeting checklist ....14
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Window
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Windows
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interior . ............ 187-188
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Wirebrushing . ............ 164
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paint selection .. ..... 151-153
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surfaces, wet ............ 164
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manhours .............. 115
Work
completed ............. 9-10
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schedule ............ 135-136
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