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TOREWORD

When Mr. John (. Public goes shopping, he finds the
prices on any given commodity practically the same at all
places of business handling that commodivy. In other words,
prices in any locality are pretty well standafdized. Going
through a town or city the price of gas advertised by the
vafious stations wiil be the same on all standard brands.
Meat markets all sell the same grade of meat at appfoxim-
ately ohe same price. Grocery stores, hardware stores, ury
goods stores, and all of the other innumerablie Lusiness
houses all offer their wares at prices closely corresponding
to the prices asked by all other business houses of a
similar nature.

{0 be sure, certain divergences in prices will wve
found, possibly between stores or possiviy within the same
store, but John Q. Public quickly learns that those goods
gsold at a chcaper price are of an inferior quality ovr dif-
ferent grade, ana he soon realizes that he receives just
about that for which he pays on each and every purchase.

In other words, when dealing with an honest business man,
one usually gets his money's worth and no more.

This condition at present and for the past few years
has been and is becoming increasingly true. Without a
doubt it is partly due to the necessity for marginal sel-
ling caused by keen competition, but there are several

other factors active in bringing about such a standardization.



One of the biggest of these factors is the improved
methods of transportation. Whereas in the past, the con-
sumer found it almost necessary to purchase at the nearest
or local store, his shopping range has now widened until he
finds it both economical and practical to search out the
bvest markets. Naturally, in order to hold trade at home,
prices have been equallized to a large extent.

Another factor, possibly as great as any other, was
brought about through the "NRA" a few years back. This act
required all businesses of a similar nature within a cer-
tain district to organize and standardize their prices.
The NRA has long since gone out of action, but the results
of it are still in evidence. Sellers, finding that by
getting together, they could all demand higher prices with-
out fear of cut-throat competition, have, in a good many
instances, continued these organizations, and still get
together at regular intervals.

The standardizing of prices leaves the se}ler with just
one weapon by means of which he may build up a better busi-
ness than his competitors, namely, good merchandizing.
Through good merchandizing, some stores have been able to
push to the fore and have 'steadily made money even during
the depression while others have barely eked out an exisgt-
ence or have failed entirely. However, the word merchan-
dizing is rather broad in its scope. It includes all those

things which cause a person to be desirous of purchasing at
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one store rather than another, such as salesmanship, per=-
sonality, character, services, displays, advertisement,
good-will, and so forth. Iach of these individual items
is a problem which the dealer or seller must work out.

Just as standardization has taken place in the service
stations, the grocery stores, the meat markets, so has it
come about in the retail lumber business. As with these
others, merchandizing likewise plays the leading role in
sales.

In this ﬁhesis, I am limiting myself, as much as pos-
sible, to the discussion of services, one of the items of
merchandizing, as applied by the retail lumber business.

As the line between services and the other items of mer-
chandizing is often very fine and at times almost indis-
tinguishable, I will endeaver to bring out only those
factors which can be considered as services, and will dis-
cuss the other items only to the extent that they help
explain the operation of the service.

A service naturally affects both parties of a transac-
tion. One party offers it and the other accepts, but before
the one will make the offer, he must see some advantage in
it for himself. Therefore, I shall discuss services from
the standpoint of the yard man, as well as the mode of their
operation, and advantages to the customer.

Retail lumber yards are of various sizes and find them-

gelves in various situations. A service which one would find
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applicable to offer might be out of range or reason for an=
other. This by itself as much as implies that no set rule
of services can be laid out for all yards in general, and
in this thesis I will not try to say that any yard should
do this or do that, but merely will point out services which
are offered by various yards,. and services which it is

possible for yards to offer.



DELIVERY

Without a doubt, delivering orders is one of the most
common and most universally applied services offered by the
retail lumber companies. As it is employed by practically
all yvards in some way or form, I shall discuss it first.

Lumber yards, for the most part, own and operate their
ovm delivery trucks. Also, for the most part, and this is

especially true of the city yards, they find it necessary

to deliver nearly all of their orders. They therefore add
the average cost of dslivery per thousand board feet on to
their selling price. In this way they do not have to add

anything for each delivery and do not find it necessary to
give a discount to those customers who have the facilities
and wish to deliver the goods themselves. In other words,
no extra charge is placed on the selling price of the lum=-
ber as delivering is considered one of the necessary costs
of operation.

In larger yards where the volume of sales permits, and
again especially in the city where the selling range is
gsomewhat limited, delivery of all items, no matter how
small, is made. Moreover, 2ll lumber sent out, but not used
on the job, or material which the customer wisghes to return
for one reason or another, is picked up free of charge.
Thisg, of course, is not true of the smaller yards or country
yards. Many of them cannot afford to make deliveries of

small items as distances are so great that it would cost
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far too much to deliver just a few pounds of nails or giml=
lar small items. Therefore, they set a minimum size limit
on all orders which they will deliver. In such cases they
usually operate by delivering every order amounting to over
ten dollars, or whatever amount for which they feel they
can safely afford to send out a truck.

Another limit to which lumber vards feel it necessary
to confine their deliveries, is distance. It would be
neither practical nor economical to follow a policy of
delivering all orders regardless of aistance. This is
usually accomplished by making all deliveries within a
radius of a certain number of miles, or all deliveries
within a certain district. With the small town yards,
where the onl& competition is with yards in nearby towns,
in other words where they are the only yard in town, the
lumbermen from the various villages can get together and
decide upon areas within which all business rightfully,
belongs to each, and agree to make deliveries only within
that area. In following this poliey, any customer placing
an order which would have to we uelivered outside of that
area is required to come after the material himself. An
alternative, when the yards are on good terms and condi-
tions are so that it 1s practical, is to turn the order
over to the yard which c¢laims the distriet within which

the delivery is to be made,
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Owning and operating a truck is an expensive procedure
and comprises somewhat of a risk. Yards which find they
must make deliveries but do not wish to assume the resul-
ting responsibilities can hire a truck from a trucking
concern which wilil ient the truck and driver for so much
per mile. ihe charge of delivery is handled in the same
manner as if the yard owned the truck and business 1is
conducted in the same fashion.

Although vhe service of delivery is practiced.by most
yards, some of the smaller town yards are rather fortun-
ately located, and do not always find it necessary. Any
yard so located that it has no competition would not have
to make any deliveries, but few yards are quite that for-
tunate. Nevertheless, many of them do not find that they
are required to make delivery on part or all of their
sales. Most yards so fbrtunate are in the highly agricul-
tural sections of the country where nearly every farmer
owns a truck of his own. Their delivery may be taken care
of by giving a discount to all customers delivering their
own goods, aﬁd hiring a2 free lance trucker to make all
other deliveries. This can be done economically only to
the extent that more is not paid out per year to the free
lance truckers than it would cost the yard to own and
operate a truck.

An alternative to this and operating upon the same

principle is placing an extra charge, large enough to cover
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the cost of delivering, whenever it is necessary to make
a delivery. This system, however, has the disadvantaze
of appearing to the customer as though he were heing

charged for a service which he may feel is due him.

SCHOOL OF FORESTRY
OREGON STATE COLLEGE
CORVALLIS, OREGON



CREDIT

One.of the most delicate, and usually one of the most
essential services offered by the retail lumber company is
thét of issuing credit. There are few companies indeed, 80
fortunate that they can do business on a casgh and carry
basis. This item itself, therefore, has a lot to do with
the success or failure of a business.

Ixtending credit is always a delicate procedure in all
cases except where the integrity, honesty, and ability of
the customer to pay is above reproach. With all other cug=-
tomers the dealer must work out for himself some bagis for
extending eredit. Taking a risk and learning from exper=-
ience is one method, but thig is often rather expensive
and is seldom used except in cascs where the risk does not
appear to be very great and where the company does not
stand to lose nmuch.

Many communities and most cities issue a credit rating
at regular intervals to which the dealer may subseribe.
This consists of a list of those people on whom it is safe
to risk credit, and the amount over which it would not be
advisable to go. In other instances, when no eredit rating
is published or when the customer in question is not on the
lis t, inquiries may be made at other places of business
where he may have traded and the desired information thus
obtained. At least it is always advisable to make an in-

quiry whenever such a precaution is at all practical.
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"In cities and other places where incomeg are fairly
stable and consistent, eredit is usually extended upon the
basis of a certain time limit, usually thirty days or sixty
days time. This, as a general practice, and where practi-
caly, works very well as it gives a complete understanding
between the lumber dealer and the customer, but in some
localities and under certain circumstances, this cannot be
followed. In agricultural districts where crops are sea=-
somral, the customer often only has the money to pay his
bills at those periods of the year when he harvests his
crops. Under such conditions a definite agreement should
be reached with the customer that the bill is to be paid
immediately at that time when his money is received. This
policy works on all occasions where the customer hasg a'
definite date when he will be having money coming in. At
any rate, under all circumstances where a definite period
of time of allowing eredit such as thirty days is not used,
'a definite understanding should exist between the lumber
man and the customer ag to the time and conditions of
settlement.

Another method of issuing credit so as to give an in-
centive to keep bills payed up to date, is to give a dis-
count on all bills paid within a certain period of time.
Credit may be issued ont ermg of two per cent if paid with-
in ten days, one per cent if paid within thirty days or

some such gimilar terms.
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Some companies, not wishing to clutter up their books
with numerous small accounts, refuse to extend credit on
sales of less than some minimum amount which they arbitrar-
ily set up, such as $5.00, $10.00, etc. In other cases, on
larger amounts with customers who wish credit extended over
a long period of time, the require that the job be financed
through some other ageney, usuadly a bank, or in many cases
through the Federal Housing Administration, but this will
be discussed more fully in a later chapter.

As previously stated, issuing credit is a delicate
operation, and as I have often heard said, it is a good
business man who knows how to turn down credit and get
cash on a sale without losing a customer. Nevertheless,
it in only in this way and by having nerve enough to say
"No" when the occasion warrants it, that a business man

is enabled to stay in business and make a profit.



12

PLANNING AND FIGURING

A prerequisite of a good retail lumber yard manager
ig a detailed knowledge of structures of all types for which
he might be called upon to sell a bill of lumber. This in-
cludes all variations in types, sizes, and form. Accompany-
ing this, he must have a certain amount of ingenuity and
ability at figuring eut and planning in order that he will
be able to face, with a good background, any situation or
circumstance that comes before him. Although it is neceg=-
gary that he have a fundamental knowledse of such things
within his head, he should also have a large file containing
plans, pictures, and diagrams of all the various tybes of
structiures to which he can refer or to which he can refer
the customer.

Houses which are to be built in cities are often re-
guired by law to be planned and designed by architects,
and even if the law does not reguire this, it is still a
wise thing to do, as a more suitable structure can thus
be obtained. Nevertheless, the plans for many small homes
are merely taken from some magazine or published book of
plans, or are worked out by the individual with the help
of carpenters and the lumber dealer. At present, most
homes being built are rather small, and in smaller towns
and on farms, architects are seldom employed. Similarly,
in the city the help of an architect is seldom called upon

to plan garages, utility sheds, and other small jobs.
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The prospective home builder who does not wish to em-
ploy the services of an architéct either obtains a supply
of‘house plans from various sources, or calls upon his
local lumber dealer for assistance. If he follows the
former procedure, he picks out two or three plans which
appeal u0 him and wucn calls on the lumberman for advice.
The lumberman should be able to look at the set of plans
and be able to visualize how the completed house will
appear. He must point out the advantages of this house,
the disadvantages of that house, and the suitability of
the house for the location. Thus he guides and advises
the home builder in his choice of homes. However, in
doing this he must be careful to let the customer decide
for himself. The dealer's opinion must be frank and
honest, but he should not be stubborn.

The customer who comes to the dealer first with the
idea of asking about building, usually hag very little
knowledze of the type of home he wishesg, and starts the
inguiry by stating that he would like to build a home.

By skilful questioning it is soon discovered how large a
house is desired, how much the customer feels that he can
put into the house, and the general type of structure which
would interest him.

Knowing the type and size of home desired, the plan-
ning ability and the ingenuity of the dealer is really

brought into play. Few magazines and books of house plans
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go into very great detail. They are generally limited to
the floor plans and a sketch of how the house should appear
from two or three different angles when completed. The
general outline of the plan can be followed, but it is fre-
quently nécessary to vary certain details to meet individual
demands. All variations in tiie plans which appear advisable
to make must be suggested in a clear way which the customer
can understand and be backed by sound reasoning.

Similarly, few plans found in magazines are accompanied
by a thorough set of specifications. It is the dealer's job
to make out these specifications, and to figure the approx-
imate cost of the bill. Although usually, if the customer
has permitted the dealer to assist him to this extent, he
will buy his material from that dealer, it is nevertheless
a good idea to place a few items in these specifications
that are handled by that dealer but not by other dealers
in the locality. For example, I know of one dealer in the
midwest who at one time handled most of his dimension stock
in southern long leaf pine while his competitors handled
theirs in Douglas fir. When figuring a bill he specified
long leaf pine dimension and pointed out several advantages
this kind of wood had over fir. When the customer took the
bill to other yards to be figured the could not readily
supply the pine, and the customer would frequenfly buy the

material from the yard furnishing the pine.
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Though wishing to make as much profit on a job as
possible, the good dealer will do all within his power to
hold the cost of a job down. He will suggest everything
that he can to save money. When cheaper material will
work fully as well and be as serviceable, he will bring
it to the buyer's attention. Where high quality material
is not required, he will not try to force the sale of the
higher priced product. He will, of course, point out the
advantages of the higher qguality goods, but at the same
time, if the job can be done just as well without going to
the greater expense, he will bring it to the consumer's
attention. Most home builders, although interested in
gquality, are more or less intercgted in expenditures and
appreciate any suggestions which will cut the cost.. 1t
gives them a feeling of confidence in the dealer, and is
a good practice both from the standpoint of the present
job and possible future business with the individual. He
is made to feel that the lumberman's interest is more in
getting him a home than in making the largest possible
profit from him.

The lumbegman's primary interest, has been in 1arg§r
structures and jobs, such as building a home, as these
jobs call for a large wolume of sales in one unit, but
more and more yards are finding it possible to build up
their volume through numerous small sales. Many of thesge

take the form of remodeling and repairing the home. At
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present this is especially applicable, because for the past
ten years there has been very little building of new homes,
and many people are still not confident enough of the future
to go ahead with the large expense of a complete new housge.
WMoreover, many homes are twenty to twenty-five.years old or
older, and are completely out of style. A remodeling job
can often make one of these old houses look like one of the
very latest design with only a small part of the expendi-
ture necessary for a new home. -

Even more than in house planning, this type of job
presents an opportunity to the lumberman to use his ingenu-
ity and planning ability. If an architect is not hired to
do the job, the dealer should upon hearing of the prospects
of the job, make a personal call on the home and look over
the situation with the owner. The owner will tell him the
general idsa. of how he wishes the job finished. The two
can then work out the details of the job together. The
lumberman, falling back on his experience and knowledge in
such things, should be able to offer a suggestion here, a
eriticism there, and so forth until a satisfactory plan is
worked out. By the time they have worked out the plans,
the prospect should feel that the dealer is as interested
in the job as he himgelf, and by showing great enthusiasm
over the possibilities, the dealer arouses the enthusiasm
of the buyer until he is ready to start in on the job im-

mediately. Original and novel ideas are suggested in such
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a way that the customer has the feeling that he has thought
of them himself. He takes pride in the job, and if it 1is
will executed, will show it off with great enthusiasm to
all of ‘his friends.

As mentioned previously, the dealer's willingness to
plan and cooperate with the customer does not end with house
jobs, but covers all tfpes of structures. Garages and
utility sheds are items frequently built in the oity, while
barn yard buildings are items which make up the largest part
of the volume of sales in farming communities. With»buil-
dings of this type an architect's service is very seldom
employed; consequently the mogt of the panning for these
puildings is done by the cusbomer with the help of the car-
penter or contractor and the retail lumberman. It is to
the advantaze of the deal if the customer turns to him for
assistance rather than the carpenter. However, if the con=
tractor or carpenter is consulted first, the dealer should
ghow just as much willingness to work out the plans with
him as with the customer.

Again, as I said previously, he shouuld know all about
how these buildings are construcied. nis knowledge should
be so0 complete that if a customer came in wishing to build
a barn and gave him the aiwensions, he could sit down and
figure within a Iew board feet the amount of material it
would take to complete the building. Similarly, he must be

abie to determine what the size of the structure shouid be
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if told what it is expected to hold. JFor example, if told
how much stock or how many caitile a barn will be expected
to house, and the amouat of hay that will be placed inh the
hay mow, ue should, with a little figuring, be able to
devermine the cize of the barn. If told how many chickens
are to be kept, he should be able to tell how large a
chicken house or brooder house is necessary to take care
of them, or if told how many bushels of corn a crid will
be expected to hold he should be able to figure the size
of erib necessary to hold it, and so forth.

In offering the service of designing, planning, and
figuring, the dealer must show completely his willingness
to cooperate though he does not make the sale, or the
prospects of making the sale are poor. Often a man desir-
ous of doing some congstruction will, after receiving an
estimate, find the cost to be higher than he expected and
not go through with the plans immediately, or for some
other reason, changes his mind, but the good-will built up
in this fashion is worth the trouble. It may result in
gselling the job sometime in the future or in bringing other
business his way. Similarly, there are gome jobs which,
due to circumstances, such as their being too far away or
in a territory which some friendly competitor feels is his,
the dealer does not wish to make the sale. In thege cases,
the dealer usually gets in contact with the dealer who

should have the job and agrees to figure the job a little
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higher than he. 1In this way the customer is given the op-
portunity to buy from him if for some reason lie does not
want to trade with his local yard, and the good will of
both the customer and competitor is kept. In other words,
the dealer should figure all billsg even though he does

not expect or even want to make the sale.



SERVICE COF AN ARCHITECT

More progressive yards are finding that it pays to em-
ploy the services of an architect. With the exception of
large city yards, individually owned companies cannot afford
to hire an architect, but line companies find it wvery adap-
table. The best opportunities for small privately owned
yards to do this are through cooperation with each other,
While one yard by itself would not have a volume of sales
large enough to warrant it, several yards within &z Teas-
able area, but not competing with each other, may be able
to keep an architect busy. When such a situation exists,
they can get together and hire an architect jointly to work
for all of them.

Yards which cannafford to employ the serﬁice of an
architect hire him on a gtraight saléry basiss or, so much
per job and guarantee him so many jobs per month or year.
He is given full time employment, and is not expected to
have a practice of his own to work along with it. The
customer wishing to build a home or do a major remodeling
job is offered the service if he wighes it, with the un-
derstanding that there will be no extra charge if the
material is bought from that dealer. On the other hand,
if for some reason the structure is not built or the mat-
erial is purchased as some other yard, a flat fee of

thirty-five or forty dollars is charged.
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Being o lumberyard and expecting to meke their profits
from the sale of lumber and building materials, no attempt
is made to make the charge of the architect's service lar-
ger than just enough to pay for the expenses. The stating
of thinty-five or fofty dollars need not be taken as an
arbitrary price, but should be set at a figure which will
be found, on an average, to pay for the expense of drawing
up a set of plans. The charge on this basis is not to
make a profit but more to insure the meking of the sale
when advantage is taken of the offer. i

Many peo?le, being offered the service on this basis,
will raise the objection tlat if they do buy the material
the price will probably be boosted enough to cover the
expense. This objectim must be overcome and pointed out
differently as it indicates distrust and may result in
loss of confidence and trade. About all: that e¢an be done
is to point out that the price on all items remains the
same in either case and for all jobs, and that the com=
pany is willing to go to this expense in order to make
the sale.

The architect so employed performs all of the funetions
usually performed by an architect. He draws up the plans,
makes the designs to meet the buildeb's approval, makes out
the specifications, lets the contract and in general super-
vises the job until it is completed. During construction

time he keeps a close watch and makes frequent inspections



to make sure everything is being done as it should be.

The service of the architect is most often accepted
by the people in the lower income brackets who wish to
build a home or do a major remodeling job. People with
larger incomes will more generally hire a regular indepen-
dent architect. It is a service which these less fortunate
people really appreciate as they would not otherwise be
able to afford it. Many cities have building restrictions
which require that a blue print be submitted before a
building permit will be issued. With this service free,
people who would have to hesitate because of the additional
expense are enabled to go throush with the jobs, and at
the same time are permitted to incorporate some of their
own ideas into the plans.

As I mentioned before, the gervice of an architect
can best be employed by a line yard. I believe the reason
for this is fairly obvious. An architect is paid a fairly
high salary. Unless the yard has a volume of sales large
enough to stand this expense and keep the architect busy,
it could hardly afford to offer this service. Where one
yard, even one having a pretty good business, could not
afford to hire an architect, line yards made up of five or
six or more companies owned by one head can hire an arechi-
tect to do the work for all of them. Tor the same reason
independently owned yards find it best for several of them
to join together in the hiring of an architect.

SCHOOL OF FORESTRY

OREGON STATE COLLEGE
CORVALLIS, OREGON
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FINANCING

Few yards have the excess capital to finance customerg
themselves. Those so fortunate as to be able to carry on
this function might possibly be able to greatly increase
their profits, but most yards must depend upoﬁ other sources
or types of businesses to carry out this side of building.
However, the dealer can be of service to the customer in
this respect. He can familiarize himself with the various
firms or agencies that perform thisg function and have a
clear understanding of their terms so that he may advige
possible customers and help them in getting a loan which
will enable them to build.

Loans for this purpose can be obtained from séveral
different sources. At times, private individuals can Le
fvuna who have capital they are willing to invest in a
building. Under favorable circumstances and at favorable
times, banks are willing to mzke loans on the construction
of houses. Certain types of finance companies and building
loan associations have been established to perform this
sunction. Likewise, in the past few years, the government
has established the Federal Housing Administration whosge
sole purpose is to finance the building of homes. With
little personal expense, all of these offer the dealer the
opportunity to perform a service which may increase his

sales.
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In the days before the depression time, many people had
money which they were desirous of investing. A lumber
dealer, learning of a person in thig position, could refer
prospective customers wishing to borrow money to these
people and act as a middleman to bring them together and
to terms. Since depression time, building has not been
considered such a good risk, and fewer peopnle have had
money which they feel like investing in this fashion, but
occasionally the dealer still finds an opportunity to help
out in this manner. 8imilarly, banks are at times willing
to make long time loans for construction purposes and the
dealer can adviee the customer upon which banks will ac-
commodate him and on what terms. Furthermore, the word
of a reliable dealer will usually carry some weight in the
decision of a bank to make a loan.

Certain types of finance companies and building loan
agsociations make a practice of loaning muney on long terms
to home builders. The dealer can familiarize himgelf with
all such firms in the immediate vicinity, learn their terms,
their requirements, and the reputation which they have ac-
quired through their business activities. He ig thus in a
position to advise and assist the man wighing to build but
who does not have the cash. He can bring the two together
and assist the customer in fulfilling the requirements
necegsary to obtain the loan. In general, the dealer per-

forms the same services, in this regpect, as an automobile



performs in selling a car through a finance company.

In connecting a customer with the Federal Housing
Administration, the dealer performs just about the same
functions as with the other financing agents. He must be
fully familiar with the terms offered by the PHA. When a
customer of lesser means wishes to build or makes an in-
quiry concerning the possibilities of obtaining a Federal
Housing Administration loan, the dealer carefully explains
all of the terms so that the customer thoroughly under-
stands the set-up and can determine whether or not he is in
a position to meet these requirements. At the same time,
the advanta_es of building under these conditions are
pointed out carefully. It is brought to the customer's
attention that under this plan he can build a new home with
as small a monthly out-put of cash as he would have to make

if he were paying rent.
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UNIT SELLING

It has been found possible to sell a house more or less
in the same fashion as a car. The man buying a car does not
buy the engine here, the body there, the tires some place
else and then contract someone to put the parts together.
Instead he goes to an automobile dealer, looks over the com-
plete carg, or chooses a model he wishes from pictures
shown him by the dealer, and buys tle car in one mnit. In
the same way, a lumber yard can sell a house as a single
unit.

Although a complete home is too large an item to keep
in stock to show the customer, he can be taken around and
shown the homes of others who have recently built. Pre~
viously drawn plans and pictures can be placed at his dis-
posal from which he can draw conclusions as to the fype of
home he wants. The architect hired by the yard can draw
up the plans and gspecifications to his approval and he
need worry no more about the job until it is, finished and
ready for him to move in. About the only difference of
any importance in this from buying a car is that it per-
mits more of the personal ideas and preferences of the
customer to be expressed and put into the job than is
permitted in buying a car.

The plans are drawn up and an estimate of the cost of

the finished job is given to the customer. If they meet
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his approval he contracts the yard to complete the job at
the figure given. The yard continues with the job from
there., Naturally the yard furnishes all of the material
which it handles that go into the house. All other items
are bought elsewhere by the yard just as any other contrac-
tor would do. If the yard has carpenters of its own, they
do the job, otherwise it is subcontracted to other contrac-
tors, carpenters, masons, plasterers, electricians, etec.
The yard's architect watches to see that the building is
built as it is supposed to be and the yard or its agents
takes care of everything until the job is completed. If
it is necessary to finance the job through the Federal
Housing Administration or other agents the yard takes care
of this as far as it is possible for it to do so, and the
customer is given as little trouble as is possible.

When the job is completed the customer moves in. He
has only one bill to pay--to the lumber yard. He has been
spared the trouble of sceking out a good contractor, good
mason, architect, etc., and buying building material here,
tixtures there, and so on. 1In other words, he buys the
house as a single unit, just as a man buys a car.

it is this simplicity of building that is selling many
homes at the present time. The services offered by a yvard
have advanced so far that if a customér came in and said
that he wished to buy a new home and told how much he was

willing to spend, he need say no more to be sble to have
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a home that would meet with the avergge person's approval
in just a few weeks. This home would be different from any
others in the community and modern in every respeet. The
only thing the customer would have to worry about or bother
with would be paying for it upon its completion. uf course,
most customers wish to have a better idea of what theylare
getting before they go ahead with a job, than this, but
this shows what can be done.

In order vo petter show how.unit selling is conducted
to the advantage of both the customer and the yard, I would
like to‘quote a part of an article printed in tne Amefican
Lumberman about the Slagie number Company in Greenfield,
Ohiv. 1this yard is managed by Roy XZ. Starms, whose plan
of uperation is described as follows:

"...ihe yard hired no specialized help. Among his
otuer abilities, Starn has good training as & araftsman,
so he prepares the drawings. otarn helps the owner get his
loan, usuall, through the FHA. He prepares the estimates
on the lumber and other items the yard carries, gets bids
for excavation, mason and carpenter labor, heating, plum-
bing and wiring. The owner is technically the general
contractor.

"Before the work starts, the owner knows what the com-
pleted job will cost. This total figure means happy land-
ings; takes the jitters out of the adventure. Naturally
this kind of selling is beyond the reach of the distant
competitor whose sales technique consists of a low price
without too much emphasis on species or grades, and whose
Man Friday is a fleet of trucks that stop at nothing.
Starn's general knowledge of all phases of building is of
high value to the owner im shaping his preliminary plans.
The owner gets the house he's told in advance he'll get,
and he knows the price. The sub-contractors get paid accor-
ding to advance notice, and so dozs the vard. The Slagle
yard handles paint and shelf hardware. Other items not
carried are taken care of in sub-contracis."
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PERSONAL CONTACT

All sales are not made in the yard. A progressive
galesman does not wait for business but goes out after it.
This is as true of the selling of lumber as with any other
goods. Contacts and friendship made outside of the yard
bring many a customer in, and in many other instances
clinch a sale. TFurthermore, here is another opportunity
for the manager to perform a service. This type of sales-
manship is best practiced by the small town yard dealing
with farm trade.

It is the practice of the manager of some of these
country yards to take several days off during a slack per-
iod and make a systematic call on all of the customers
within his district. The main idea behind such calls should
be to build up friendship and good will, but as pointed out
previously, a service can also be performed. The best time
to make such a call is when the farmer is busy doing some=
thing around the farm yard, however, not at times when he
igs so busy that he resents taking off a few minutes to talk.
If it is possible to arrange it, the conversation should
take place outside where a view of most of the farm buil-
dings can be readily had. The call should be casual and
talk, for the most part, should center around things of
interest to the farmer. TFarmers are all willing to talk
about grain prices, crops, weather, current events, etc.

While this conversation is teking place, the dealer should
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carefully lcok over the lay-out, and pick out things which
need repair or work dbne upon them. After a while he can
casually mention, that the roof is getting pretty bad, or,
if the crib were repaired, it might save building a new one
in another year or so. Thus the need for doing some work
is brought to the attention of the farmer. TFrequently it
can be shown where a repair made immediately will save money
in the long run. A new roof now will lower the fire hazard
or prevent the rest of the building from rotting away. It
might even save crops from spoiling to such an extent that
it would pay for the job . in a few years. TFarmers are prone
to let repairs like these go as long as possible, or being
used to them, do not nétice the need, but appreciate having
them brought to their attention, and will, if possible, &act
immediately to fix up the place.

The mere bringing of the need for repair to mind is a
service in itzelf, but the dealer can do still more. He
may be able to point out a way of changing or remodeling
a building so that it can be used much more advantageously
by the farmer. Cheap mecans of repairing can be mentioned,
thereby enabling the farmer to repair where he otherwise
would not feel like spending the money. Likewise, there are
many ingenious little tricks in building that can be sug-
gested to save both time and labor.

As can be geen, the chief gervice offered on.these

tr2ps is that of advising. However, advice properly given
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is appreciated. The farmer fecels that the dealer is taking
a personal interest in his own little problems, and evén
though he does nothing imnediately, he ig most apt to call
on that dealer first when he does decide to do something.

Personal calls such as these are difficult to make in
larger cities, as there are not so many odd buildings
around the personal property of a city dweller which can
be repaired, and the need for such attention is not so
great, as mogt people living in a city keep their buildings
up because of personal pride. However, personsl contact
can be kept up through clubs, organizaticns, and so on,
and full advantage should be taken of every opportunity

that presents itself to make a helpful suggestion.
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CONSTRUCTION OF SMALL ITZEMS

There are innumerable small items which can be built
at the yard and sold on order or kept on display, and sold
upon call. If there is much call for this type of items,

& special shop can be run in connection with the yard and
gpecial workmen or carpenters hired to do the work. Other
yards may merely have a work bench, fixed up in some oute
of-the-way place of the yard, and the yard help perform
thig function when they are not busy with the regular wurk.
vujects all the way from lawan furniture to chicken
houses or hog houses:.can easily be built in the yard and
hauled by truck out to tie property of thé persoﬁ purchas-
ing them. In the city, this type of service takes the
form mostly of lawn chairs, stools, chests, cabinets, ete.
These items are small, but require a certain amount of
. 8kill in construction, and Would‘necessitate the customer's
hiring a special man to do the work. Similarly, farm trade
places a large demand on brooder houses, chicken houses,
hog houses, outdoor water clogsets, wagon-tongues, double-
trees, broken wooden parts of farm machinery, etc. The
farmer hag little time to spend on such items ﬂimself, and
it is a bother to hire a cafpenter. When the yard does
this type of work, it eliminates the purchaéing of the
material, hiring a carpenter, or doing the constructing
himself, and in general going to a lot of trouble. An

order is merely placed for a chicken house, or what ever ig
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desired, and a few days later it is delivered and placed
where it is to stand. Nothing could be simpler nor less
inconvenient.

Building these items ahead of time and keeping them on
display is at times even more advantageous. The man coming
into the yard for some reason or other sees these items and
his need for such is brought to mind. Whether he has any
inténtions of Jurchasing one or not, he will nearly always
inquire about the price. This show of interest is the per-
fect opportunity to put forth a little sales talk, and the
advantages of buying a ready-made article will at times
result in a sale where otherwise, there had been no inten-
tion of buying.

As pointed out, this is mainly a convenience for the
customer, but at the same time there are several advantazes
to the yard., For ong, as I indicated in my last paragraph,
it works to increase sales. TFor another, it gives the yard
an opportunity to use up odds and ends which would other=
wise be difficult to sell. While a person will turn down a
board upon its appearance, when built into some object, the
defects do not show up so glaringly, and if the board is
gerviceable for the use to which it is put, it can be easily
moved. The same is true of pieces of odd lengths, widths,
or appearance. Not that this should be used as a means of

putting over poor material upon the customer, but it pre-

gsents an opportunity to more completely turn over the stock.
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Furthermore, due to demands during part of the year,
geveral men are usually required to operate a yard efficient-
ly. There are, however, short periods of time, or even
geasons, such as in the winter, when there is not much to do
around the yard. During these periods, the help can be put
to work constructing some of these items, either to fill
orders or to put them on show. For instance, in the farming
areas of the midwest, there is very little building going
on during the three months of winter. In the early spring,
there is usually a large demand for chicken houses, brooder
houses, and hog houges, and a little later in the season,
a demand for hay-racks. The yard men can be kept busy
building these items during the slack winter months, in
anticipation of the spring demands.

This practice permits the yard to make the same profit
on the boards that would be made if they were sent out by the.
piece, and at the same time, permits the yard to charge
enough to pay for the labor, and thus help to pay the sal-
aries of the help when they would otherwise be sitting

around doing nothing or be let off for a time,
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MISCELLAWEOUS

There are a number of services that in a striet gense
of the word, might more truly be called services than some
of the things I have elaborated upon so far. These do not
require quite as much explanation, and I have, therefore,

grouped them together under the title of "Miscellaneous™.

POWER MACHINERY

A powered saw is one of the most used and useful
pieces of machinery that a yard can possess. All that is
needed is a small, stationary, circular saw, in which the
blades can quickly and readily be changed to either rip or
crogs-cut. Innumerable items desired by customers are of
sizes not fully standard in some way or other. The casual
customer and carpenter, and all but the larger contractors,
are equipped with only hand tools, and it is often very
difficult to work the lumber into shape. In jugt a few
minutes' time, the powered saw can do some of this work
that would take hours to do by hand. For instance, an or-
der comes in for 15' 2 X 4's. The only thing that would
fill this order would be 16' pieces. If 16' pieces are
sent out, each‘giece will have to be cut a foot shorter
by hand. The yard can do it with the powered saw in just
a few minutes, and with very little effort. TIikewise, a
board, say, 7" wide is desired. An 8" board can quickly
.be ripped down, or, if geveral pieces are ordered, a 14"

board can be ripped in two, an the order filled without
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bother to the buyer.

Another piece of power machinery used by many yards is

|
a planer. Like the power saw, it ecan be used both for yard

purpoges and to perform services for customers. ]
|

KENTAL OR LOAN OF TOOLS: |

Tt is impractical and unnecessary to make a praétice
of renting regular carpenter's tools, but there are certain
gpecial tools that the ordinary person does not poss%ss,
which the yard can keep on hand to send out for use Jn the
job. These are very seldom rented, but are sent out%with
the material and charged up to the account of the cu%tomer
until they are returned. Among the more common of these
tools, are shingle-cutters for asbestos shingles or giding,
steel post arivers, fence stretchers, special tools Aor

|
fitting a window-frame, and various others, depending upon

the needs for such equipment. - ‘

RENTAL OR LOANW OF LUMBER:

A yard if frequently asked to provide lumber for some
temporary use, such as a bandstand, bleachers, benches,
concessims stands at a social event, etc. These requests
can be taken care of by either loaning the lumber br @y
renting it. In either case, there is no special yrofft in

it for the lumberman, outside of good will, but such demands

|
are usually made by groups of people whom it would be a poor

policy to refuse. Tue us.al method: of handling the
\
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gituation ig to bill the club or organization tmklng!out the

\
iwaber {or the whole amount, and eredit their aCLOuuq when
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the lumber is returned, not giving iuil credit if a nental
charge is made. 1Ilu order to be able to afford to do}this,
the yard man must be gure that the lumber will be prﬂtected

from the weather, and not battered up or discolored tk any

great extent. Cooperation such as thig is obtained o%ly

through warnings, and receiving the promise of one inhivi—
!

dual to look after the material. }

USEFUL ADVERTISEMENTS:

Advertisements given away can take the form of ugeful

items. Giving away of nail aprons is such a common p#ap-
tice that carpenters and customers alike get to expec% them,
and will even ask for them when they are not offered. DPen-
cils cost little and are always appreciated. Memo-pa&s are
commonly given away, and are especially pleasing to w@men,
as thiey can be hung in the kitchen, handy for writinvidown
grocery orders and'so on. Plasterer S caps, likew 1se, are

popular and USELul’ along with many other novel or 1ngen10us

items.

TAKE CARE OF ALL ORDERS:

It is impossible to carry in stock all sigzes and var-
|

iety of items for which the customer will ask. and it‘is also
1
impossible not to oceasionally run short on some iteml
|

Nevertheless, the yard should be so maenaged that it ig
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practically never necessary to turn down an order on this

account. One method of handling this situation is tﬁe
gelling of a substitute. This is not a good practice, un-
less the gubstitute is as good as the item originall& agked
for, but usually a good substitute can be found. Wiﬁh cer=.

tain types of items, this situation can be handled by

stocking standard items that can be made into the sizes

desired. I have already mentioned using a power saw%for
this purpoée, but it can also be done‘with otheyr equipment.
A glass cutting tabie is not very expensive, and at ﬂhe
‘
game time, makes it possible to fill all orders, eitﬁer v%%
‘
standard or odd. Window frames come in such numerou§ and
varied sizeg that they usually necessitate the carrying in
stock of large numbers. Knocked-down window frame sﬁock,

that is molded and ready to be nailed together, can 6e
purchased, that will permit the construction of a wi#dow
frame of almost eny size, while stocking only a few éf the
gizes most commonly called for or ordered. ILime can be
put up in ten-cent bags, to take care of the man Wisﬁing
to bug his potatoes, or make minor repairs. Similar#y,
almost all items can be broken up into small units iﬁ
necessary. |

Still another way of filling orders that the yagd, for
gsome reason or other, cannot supply, is to be on such friendly

termg with competitors that the material can be obtained

\
from them. For example, a yard runs out of some sizq of
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boards, which it ordinarily stocks. In order to £ill the
order, the yard will get the material from its compeLitor,
and send it out as billed by themselves. The other yard
may give the borrowing yard a discount on the materi%l, or
may not, but in either case the dealer has kept the trade

and confidencs of his customer.

If the yard is so located that it is near a sou&ce of
lumber supply, any orders that do not call fo£ immediate
delivery can, of course, be put off for possibly a d#y or
80y and the bill filled by phoning in a quick order éo be
delivered immediately by truck. Another advantaze of this
is that the trucks can be sent right on out to the job, to
be unloaded, and thus the yard does not have to go t% the
expense of handling or carrying the lumber on its inventory.
This practice can, likewise, be followed advantageouély with
orders for bricks, tile, cement, etc. Frequently, sﬁch &

situation will permit the carrying of less bulk on h@nd, and

the consequent lowering of overhead costs.
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CONCLUSICHS
|

I have stated in the foreword that no set rules of
gervices can be laid out for all yards. Some yards éo not
find it necessary to offer as many services as otherg and
some services will be suitable for one yard and tota&ly or
in part unsuited to others. It is the job of the ma?g;er
of each yard to decide what he will offer along this line.
I therefore believe that whatever value there is to %his
thesis lies more in the ideas which are presented th%n in
anything else. I might also say that I do not consiher
that this paper could in any way be considered a conclusive
study of the subject. A subject such as services is‘a live
topic, changing and advancing at all times. Yards are, and‘
ghould be, constantly finding better means of offerihg ser-
vices to offer. To keep up with this change and to give a
complete picture of the topic would require a new paper at
fairly frequent intervals, and would require a natioﬁ-wide
gsurvey of yards in every section of the country. My means
of acquiring information have, of course, heen to00 1ﬁmited
to make such a conclusive study, but I have includediall

that I have been able to learn about services through in-

terviews with yard managers, contact with yards, perbonal

experience, and reading in trade magazines.
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