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CSDA ROUNDTABLE:  

MULTITASKING IN A SMALL BUSINESS 

CSDA 2015 CONVENTION AND TECH FAIR 

 
 
 

Moderators: Donna Harris and Patrick Harris 
Concrete Renovation, Inc. 

  San Antonio, Texas 
  Tel: 210-653-6120 / email: donna.cri@sbcglobal.net, ptharris@sbcglobal.net 
 
 

Introduction 
 
Donna Harris: Today we are going to talk about, and write down, what it takes to make our 
businesses run with a minimal amount of people. So as we go into discussion, please make sure 
that you take good notes. I hope to be able to take some of these notes to compile a summary. 
 

Topic #1 – Define your job titles and discuss how you juggle them  

throughout the day 

 

• What job titles do you carry? 

• How do you manage all of them? 

• Do you have allotted times for doing each item, or are you a ‘fireman’ who 

puts out fires as they appear? 

 
Rick Stelzer (Table 5): Our table has contractors and manufacturers. There are some people that 
are in a start-up phase of their businesses here. They seem to have more of a problem because 
they are going from that phase of field work then up into management. I think it was pretty uniform. A 
lot of people have to delegate as much as they can and try to get other people to help them to get 
everything accomplished and done. People in smaller businesses have to take on more themselves 
because they don’t have those extra people.  
 
Dan Foley (Table 3): We had pretty much the same discussion over at this table. We did not have 
any discussions about the manufacturer’s side of things. As we are generally at the start-up phase, 
the ‘Everything’ badge is put on. Whether you want to call yourself the president, office manager, 
bookkeeper, superintendent, janitor, shop foreman, purchaser or project manager, you have to do it 
all. For some of us who are further along in our businesses, we have been able to delegate as 
discussed by Table 5. It is still a juggle all the time. 
 
Kellie Vazquez (Table 2): What we talked about was very much the same thing. We all do a lot, 
from being a GPR technician to contracts manager to safety director to bookkeeper. We do try to 
use some time management throughout the day, but it is mainly priority management. A lot of us do 
play ‘firemen,’ putting out ‘fires,’ but most of the time it is based on priority management. Some of us 
work from home a lot and take work home to get it all done. No one really allots specific time to 
certain items. As priorities come up, they just move from one to the next. I work with stacks. I have 
stacks A, B, C and D. Sometimes, if I don’t feel like doing something, I just move them around my 
desk. You just have those days. That’s how we deal with it here. 
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Topic #2 – Processes 

 

• Are your processes written down, or are staff members trained how to do 

everything? 

• Are the processes defined by a job title or are they defined by the type of 

work that is to be done? 

• List the jobs that are needed to run day-to-day operations 

 
Paul DeAndrea (Table 2): Our table talked about our processes. Some of us had all the processes 
written down, while for others processes were taught or known. Additionally, some processes for 
specific job titles were written down or defined by the work supposed to be done. Some of the day-
to-day operations included order-taking, dispatch—communication between employees and clients, 
field management, estimating, project management and sales. Accounts payable, that department 
also deals with compliancy regulations, getting assurance and so forth. And our accounts 
receivables, which also specializes in collections. Some of the people at the table, they do not do 
service-type work so they don’t have a dispatcher. Other parts of our table were service orientated. It 
all depends on the companies that we individually run.  
 
Stelzer (Table 5): We talked about the processes some of us have—detailed instructions and 
procedures for their crews out in the field. They seem to get a more consistent product that way, by 
following guidelines. There is less field management work if they are doing that. The workers know 
what they need to do out there. For some people, they had detailed job descriptions for each job in 
the business. That way, it is a tool that you can use also for reviews and evaluations of the 
employees. Most of our positions are similar to the other table.  
 
Patrick Harris: Anybody go so far as to tell your operators to shake the customer’s hand and get 
their name? I always get my operators to come in and they will tell me that they talked to someone. I 
ask them, “what was their name?” and they tell me that they did not know. Anybody have that 
problem? That you ask operators to get names or business cards, but they do not know who they 
talked to, what they did or who they worked for? 
 
Matthew Finnigan (Table 3): Just like the other tables, our answers were very similar. Some have 
processes written down. For others, it is just down to what has happened over the years. The 
question was asked that, if it is one of those things that has happened over the years and nothing is 
written down, what happens when that person leaves? How do you move forward or change the 
process? That was the best question that came out of the discussion, and the recognition that 
having something written down and something in place makes sense. 
 
Foley (Table 3): I was just bringing up that our company went through the CSDA Company 
Certification Program, and one of the processes was to document all of our processes. We utilize 
that. We have found some benefits from that because we saw some gaps where people did not 
understand what their job duties really were. They thought they were helping somebody out but I 
thought it was their job anyway. That gap was closed. The other thing that we talked about a little bit 
was some of the day-to-day things like the mechanic and the fleet management side of things for all 
the equipment we run.  
 
P Harris: Keep in mind that as you look around this room, processes do not have to be that difficult. 
You have buddies right next to you and the best part about CSDA conventions is the networking. So 
in the future, when you decide that you need a process or something, do not be afraid to call one of 
the people sitting next to you and ask for some help, because they would probably have that for you. 
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Topic #3 – Accounting 

 

• What accounting programs are used most often? 

• How do you manage each of the following accounting functions to decide 

if they are done daily, weekly or monthly? 

a) Accounts Receivable 

o Daily, weekly or monthly invoicing? 

o Do you bid ‘fluff’ into jobs to cover how your customers pay? 

o How many customers have you fired? 

o How often do you review? 

b) Accounts Payable 

o Paid when paid? 

o At 30 days? 

o When funds are available? 

o Line of credit? 

o Credit Card? 

c) Payroll 

o In-house or sourced? 

o Check or direct deposit? 

d) Taxes (to include sales, federal, franchise, corp. income tax) 

o CPA or in-house accountant? 

o Trigger dates for each item? 

 
Jim Dvoratchek (Table 1): We were talking about this third topic, accounting programs. It seemed 
like most of us had dispatching programs then we would link them over to others. Some had custom 
software, others had Quickbooks. As far as billing, it sounded mostly like daily billing. There tends to 
be a lag in the month. You are trying to bill during the month. The time it takes to get final agreement 
with your customer before the bill. Probably about 50% of your month gets billed in the month, then 
there is a lag period of about a couple of weeks before you can final it out. As far as the invoicing 
process, we have tried to go with a paperless process for most of our billing and job work orders, 
which has helped. As far as bid ‘fluff,’ if it is interest that you are referring to, some of us are willing to 
charge a percentage to float a customer if that is their history.  
 
D Harris: Do you bid extra money into your jobs when you are bidding them? For the guys you know 
are going to pay at 90 days? 
 
Dvoratchek (Table 1): Yes. Or six months or whatever. And I think we have all fired a customer-or-
two over the years. It is just how you do it. As far as review processes, it sounded like most of us 
here use some type of credit bureau to run background checks on customers. The other thing we 
brought up was how many of us use credit card for payment. It seemed like the majority offered 
credit card payments for their customers to get paid. Sometimes you can use that as a way to get 
paid quicker.  
 
Vazquez (Table 2): How do you do your background checks on customers? 
 
Dvoratchek (Table 1): Ourselves, one was using Experian credit bureau. We use a local one that 
checks the customer’s filings for court suits, for UCC filings or if they have tax liens. Things like that. 
We find that better than just figuring out if they have three vendors that they pay on time. We find 
that to be very effective. To see if they are filing a really large suit against somebody, because that 
probably means that they are having some cash issues too.  
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Stelzer (Table 5): I will try to hit on things that have not been said already. One of the accounting 
programs I liked the best was “wife.” One of the other programs was Neat Receipts, where you can 
scan receipts in and it puts them into a program. Since I also have a distribution company, we use 
Profit 21. As far as managing the accounts functions, most of that is on a daily basis, some weekly. 
An outside person usually handles taxes and year-end, finalizing taxes and year-end reporting. 
Accounts receivable normally done daily or weekly. For contracting, it takes a little longer to get paid. 
We did talk a little bit about getting paid, using at least threats of liens on property and talking up the 
chain to the general contractor, even up to owners to try and get paid. As far as putting ‘fluff’ in the 
job, most of us do that, I think, especially for those customers who we know will take longer to pay. 
Most of us had fired customers. We also have one person at the table who actually rates their 
customers on a 1-5 scale. Once they get down to zero they are gone. That was interesting. Some of 
us use collection agencies also. 
 
Foley (Table 3): I think there is a little overlap from what everyone else has been talking about. A lot 
of us use Quickbooks and a dispatch software. One person uses Sage 50, which is software from 
Peachtree. As far as billing and receivables, it was the same type of thing. I think everybody’s goal is 
daily, but based on contracts and other things it does get pushed out a little bit because some 
people do not even want you to bill more than once a month for their jobs. ‘Fluff’ is a dangerous 
term, but I do think that people are paying a premium if they do not pay their bills. That is the general 
consensus for our customers. Everybody, with the exception of one, seemed to have fired a 
customer. A lot of us have priced ourselves out of having some companies as customers as a way to 
avoid them, instead of having to say they are fired. I use a line of credit and pay everybody right 
away. I take all the discounts that the vendors offer, because you cannot make that kind of money. 
We outsource our payroll for processing, but we track all the hours in our dispatch software. The 
CPA in-house accountant is me, but I have an accountant that works for me for some outside help 
because I don’t like accounting. Or accountants, for that matter. We also use credit cards for new 
customers and for small jobs. We found that beneficial.  
 
D Harris: On out-of-state contractors, when they are coming into your state, how do you handle 
those customers? Do you give them 30-day terms? Do you ask for half up front? Do you ask for 
credit card payment from them? We have a lot of contractors coming into Texas and they will not 
leave us alone. 
 
Stelzer (Table 5): We deal with them like any other customer. Before we bill them we would do a 
credit check on those companies. A lot of times you have to speed that through. A lot of times you 
have to contact the customer, because you are sending the information to their vendors or people 
that they are paying and they may not get that information back to you in time. So you have to speed 
that up. If they do not have that done then it is a cash on completion project. One other question to 
add on to that too: If anybody does take credit cards, does anybody add that credit card fee on to 
your billing? 
 
P Harris: We have a credit card authorization form for all COD customers, and that gets filled out 
before we even go to the job so we are not worrying about not being paid.  
 
Vazquez (Table 2): On the subject of credit cards, what we have done this past year is we 
increased our minimums to cover those credit card fees, because we saw more and more people 
getting away from checks and cash. So we were looking at our credit cards fees. Even some of the 
bigger owners want to pay on a credit card, so we have increased our pricing to cover those, not 
necessarily increase the transaction fee. Something that I also wanted to mention, that some of the 
people do here, is any work over $2,000 requires a credit application to be filled out. I thought that 
was really good. What I try to do when contracts come in, whether it is out-of-state contractors or 
new contractors, everyone gets a credit application and everyone gets a job information form. So I 
have all the lien information before we even go to work. Just in case. Because when it is the 14th of 
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the month—in our state [Texas] you have to do it by the 15th—you try to get the lien information and 
they usually do not want to share that with you.  
 
D Harris: Do you request the bonds up front if the job is bonded? 
 
Vazquez (Table 2): Yes. That will go with the job information form. I have to have the whole form 
filled out and a copy of the bond attached to it, so it goes right into the file. So when we need it, it is 
done. Actually, we have done this on all of our highway work. That stuff used to be prone to liens all 
the time. Now that I have the information though, they pay us on time. It is really amazing. 
 
Tim Beckman (Table 2): I like what Dan Foley said. Something that everyone may want to look into 
is paying rather quickly and taking the discounts. That can save you money. Whether it takes your 
line of credit is something else. Let us hope you have enough cash in the bank. On a busy month we 
might have as many as 10 invoices. We have never done a credit check and we do not have any 
bad debt. Maybe, other than the fact that I am an anomaly in many ways, I will pass this on to the 
next generation and Scott here, who can give us some details about a real company. 
 
Scott Younts (Table 2): I think we covered most everything. Nothing sticks out. Programs, we had 
Quickbooks. Some were in-house from what had been created. CODs, we do a lot of pre-
authorizations. Keep credit cards on file for new customers. Always. Before we get them into the 
billing system. Accounts payable, we try and pay those as soon as we get them, or when funds are 
available or when we get paid. And we have an accountant that does payroll. 
 
P Harris: I wanted to clarify that ‘fluff’ factor. It is not a ‘fluff’ factor, it is a dummy factor. That is what 
our estimators put into jobs when they know that the people on the job do not know what they are 
talking about.  
 
Foley (Table 3): I just wanted to discuss the out-of town contractors. Being from Illinois, I welcome 
anyone to come in and I will roll the dice with those from other states that are probably better that 
mine. There are ways to check on them if they do work elsewhere. As Jim has said, there are ways 
to check credit. We use a credit agency as well. That will give you the history of the people and the 
stuff that they do. So come on into Illinois and give us your work! 
 
D Harris: This is our last section on maintenance and repairs. Dan [Foley] had mentioned something 
about this a while ago. This is one of the areas that we feel can cost you a lot of money if your 
operators are not taking care of their equipment.  
 

Topic #4 – Maintenance/Repairs 

 

• Do you handle in-house or use a service company? 

• Do you have a set schedule for vehicle and equipment maintenance? 

 
Charles Warrell (Table 2): I’m from a software company, so I do not run maintenance trucks but I 
listen pretty good. On our table, for the question about in-house or service companies, almost 
everybody did a lot of things in-house but if they found it cheaper to do it out of house then they 
would. Paul DeAndrea sends his small trucks out. He finds that he can do them cheaper through 
commodity oil change places. That is one scenario there. Whatever is cheaper and easier. We have 
one guy here who actually does not have any mechanics. Tim [Beckman] does not have any 
mechanics, he just has his operators do the work when they have time. But he has a little different 
scenario to some. As far as a set maintenance schedule for vehicle maintenance, most of the group 
does have regular scheduled maintenance and performs that routinely.    
 
Dennis Mello (Table 1): Typically we have most things sent out, but we do small things in-house. 
We all have a set schedule for maintenance of the equipment. We have dates based on so many 



Page 7 of 8 

miles—5,000 or 7,500—it depends on what type of equipment you are using. With the PTOs we 
have maintenance based on so many hours in use then they change the oil. Most people do the in-
house if they can. If they cannot, they send it out. 
 
Stelzer (Table 5): As far as maintenance and repairs, a lot of the maintenance/repairs on the 
equipment is done at the end of each particular job. We go through the equipment then. Most of it is 
done in-house. A lot of people write the hours of use on the equipment and on the filters for service, 
so you have a quick indicator of where you are. The schedule for equipment maintenance—some do 
and some do not. One point that was brought up, is that one contractor ran into a problem where 
because he did not do the required maintenance the manufacturer recommended, the warranty was 
dishonored on that piece of equipment. It is important, especially on new equipment, to keep your 
warranties in place and that you follow the recommended maintenance.  
 
Finnigan (Table 3): We had a variety of answers, whether it is handled in-house or out of house. 
Some of that varied by what equipment is was, or what the simplicity of the repair was versus the 
amount of time it may take in a shop. We got into some issues about how we tag or track equipment. 
We talked a little bit about that and you track equipment costing, for the repair costs and how much 
you are putting into it. Part of that was the feeling that sometimes it is a black hole. It goes through 
the shop and it is tough to track, but it gives you an idea of what is happening with your equipment 
and what your real cost is for it.  
 
Beckman (Table 2): Maybe add on to your white paper, how you handle taking off slurry and what 
you do with it when you are done with it. Whether you power wash things once in a while or use 
chemicals or whatever. Maybe throw this topic on there for future consideration.  
 
D Harris: We have one last question to toss out there and it concerns contracts.  
 

Topic #5 – Contracts 

 

• Do you read in-house or do you always send to an attorney? 

• How do you handle indemnification and ‘paid if/when paid’ clauses? 

 
Emily Hammer (Table 5): As for dispatch, it was mixed. Some do it manually and it is written into a 
calendar. For other companies, like ours, it is done via Google. Since we do not have too many 
employees we use Google. We put items into our daily calendar and everyone can look up things on 
that and it moves around. That works for our very small company. As for contracts, some read them. 
We were talking about how the contracts are written for our customers and in their favor, not for us. 
We talked about addendums and cover letters. One person uses a stamp that says ‘based on the 
addendum’ under his signature, so that changes things up in their favor if the customer signs it.  
 
Foley (Table 3): We had some more discussion about the subject of attorneys. One gentlemen, I 
use that term very loosely, here at the table spends a lot of money on attorneys going over all that 
stuff because of the magnitude of some of the jobs. Also if they are publicly-funded contracts. Some, 
like myself, do not spend too much time on it other than verifying the scope of the project and 
potentially striking some of the retention issues, if they are willing to do that. I personally feel that if 
you are going to roll the dice anyway, you should be making more of a decision over who you are 
working for than what is in the contract. Because it is a relationship that you have with that customer. 
On private jobs, I do not know about anybody else but I normally do not get my contracts until the 
jobs are done. So I really do not want to spend too much time on it other than getting paid, and I 
already know if something bad happened on the job.  
 
Beckman (Table 2): Most people here at this table use a computer program, although we do have 
two smaller players, including myself, that do not use a computer program. We occasionally look at 
contracts. In my scenario they are pretty thick and large and we are not given the opportunity to say 
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too much. We might strike a few things. Terms are moving more towards 45 days for most of mine 
now. We do have people at the table here who like to strike out indemnifications and some other 
items. They routinely look a little closer than some of us.   
 
Mello (Table 1): This is an item we have been working on in my company for 38 years. The 
contracts are getting worse, especially in Rhode Island. They pay via the owner. We are working for 
the state and the contractor will not pay until the owner pays them. So you become third fiddle, and 
one little mistake on their part can hold your money for a year and more. I am playing, right now, with 
a contractor like that and he is the biggest in Rhode Island. We find that everything is written for 
them. We always strike the retainage. That is the first thing that we do on a contract. But we are 
really coming up close now, and this waiver of subrogation that they all want now is added to the 
cost of you doing business. We generally write it right in now, because they are going to ask for it 
later and you did not put it in the job. This is something that you have to really pay attention to, 
because at the end of the job they say that you did not read the fine print. Well, we read the fine print 
now so that we do not get caught out. It is really something that you have got to watch for in this 
business, because they can put a lot of stuff on you. They want to lay all of the liability on you, and a 
lot of these bigger companies are briefcase contractors. They have no help, and they are going to 
make their money with you. So pay attention to those contracts because they can hurt you. 
 
Vazquez (Table 2): I have written up a standard addendum that I attach to most of my contracts. It 
covers retainage, the indemnity, some insurance information and I alter it per contract so that I can 
add more to it. It is standard language, so if there is language in their contract that I am not going to 
like then I include it. Then when I send it out in the email, I always ask them to get back to me on 
how to proceed or ask them if they want to discuss further just to open up the conversation. I have 
probably changed about 95% of the contracts that I have signed and I hardly get any negative 
feedback. I say it is either this or we cannot do the job. Sometimes that does happen, so you have to 
look at the job and decide if you want to take the risk or not. A lot of the time my addendum is 
accepted.  
 
P Harris: Do you ever sign a contract with an addendum and not get that addendum back? Or not 
get the contract back until after the job is complete? 
 
Vazquez (Table 2): What I do now, which I have started doing this past year, is on the signature 
page of the contract I put “addendum #1 attached” and I initial it and sign it. Then they know the 
addendum is part of the contract. I used to put it on the front page of the contract, but then I was 
thinking what if they threw that away and put a blank one there? So now I put it on the signature 
page, so they know an addendum is attached.  
 
Dvoratchek (Table 1): To add to something Dan [Foley] was talking about earlier, it is very 
commonplace in Illinois to get the contract two weeks after the job is done. I do not know if the rest 
of the country has the same thing, but often what you are looking at are the insurance limits and 
things like that. What I have found works really well, is that it is actually a good thing when the 
contract is late when it comes to insurance limits. When they are looking for $10 million or some 
ridiculous language, insurance companies will not post-date coverage. So by then the customer has 
accepted your certificate, because they all want it on the day you get there. So they have accepted 
your certificate, now they have sent you the contract late. Any changes that they now want to make, 
you tell them that the insurance company will not do it. It shuts the whole conversation down. If you 
think about it, if you are an insurance company are you going to allow me two weeks from now to 
post-date coverage because I might have had an accident I am not telling you about? All of a 
sudden, this materializes and I want more coverage. I sit there and ask my staff if there are any 
issues on the job or anything I should worry about. It sort of takes some of the liability, because you 
are looking in the rear-view mirror. If there are issues on the job, I will take the contract and throw it 
somewhere on my desk and wait for them to call me looking for it.  
 

END 


