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My name is Ryon Harris, and I am not a corporate builder in a suit. I am a poor kid

who started life with holes in his shoes, the power shut off some nights, and a dream

that refused to die.

My dad died on the job when I was six years old. Years later, I held my mom’s hand

as she took her last breath. Those are the kind of moments that either break you or

build you. In my case, they forced me to grow up fast.

By fifteen, I was legally emancipated. By sixteen, I was a dad. While most kids my age

were thinking about prom and Friday night lights, I was thinking about rent, bills, and

how I was going to feed a family with nothing but a beat-up vehicle and a stubborn

will.

I did not have a degree or a safety net. What I had were my hands, a work ethic, and a

belief that if I just kept pushing, I could carve out a different life. Construction became

my way out. I started as a tile setter - long days on my knees, covered in dust and



thinset - and then I chased every trade I could get my hands on: framing, concrete,

roofing, plumbing, electrical, finish work. I wanted to understand how a whole home

comes together, from the dirt to the roof.

Over years of grinding it out, failing, learning, and getting back up, I turned that hunger

into a company: Carter Family General Contractor. I named it after my grandfather,

Cheryl Henry Carter, a man whose handshake you could bank on. I wanted his name

on the trucks because I wanted this company to stand for something - family, grit, and

doing things the right way when no one is watching.

I did not start with investors or a pile of money. I started with nothing. I reinvested

every dollar back into the business: better tools, better trucks, better people, better

systems. There were seasons where I paid my crew before I paid myself. There were

nights I lay awake wondering if I had blown it. But I kept going.

Today, Carter Family is a multi-million-dollar company with crews, trucks, equipment,

and projects across Oregon. But the real win is not just the revenue. It is the lives

changed along the way - the families who gained serious equity from one ADU build,

the guys on my crew who bought their first homes, the little old lady who cried when

we made her house safe again, the kids who now grow up in spaces that actually

work for their families.

I wrote this book because I know what it feels like to be scared, broke, and

overwhelmed. I also know what it feels like to walk into a space you built and realize,

“We did this. Our life is different now.”

If a kid who started with nothing can build a life, a company, and a legacy with a

hammer and a vision, you can build something special too.
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Author’s Note
To every kid who feels like life is stacked against you - I know what that feels like.

I did not grow up with comfort. Some nights the lights were off. Some years it felt like

nothing was ever going to break our way. I lost my dad too young. I lost my mom too

soon. I was on my own at fifteen and a dad at sixteen. There were plenty of reasons to

quit, to give up, or to let bitterness win.

But here is what I learned the hard way: nobody is coming to hand you the life you

want. That can either make you angry, or it can make you powerful.

You might not have money. You might not have connections. You might not have a

clean past or a perfect resume. But you have something that no one can take from

you - your ability to choose what you are going to do next.

I chose to work. I chose to learn. I chose to keep showing up when it hurt. I chose to

believe that my story was not finished just because it started rough. That choice,

repeated a thousand times on cold mornings and late nights, is what got me here.

If you are reading this and you feel behind, hear me: you are not done. You are not

disqualified. You are not broken beyond repair. You are in the middle chapters, not the

last page.

Use what you have. Learn what you do not know yet. Find good people and add value

to their lives. Build something - even if it starts small and ugly. Keep your word. Own

your mistakes. Fix what you break. Over time, that kind of person cannot help but rise.

I built Carter Family from nothing because I refused to let my beginnings decide my

ending.



If anything in my story or in these pages has lit a fire in you, do not let it go out. Take

the next step - however small it feels. Call someone. Ask a question. Pick up a tool.

Start the plan. Say yes to the work in front of you.

You do not have to know how it all works out. You just have to decide that you are not

going to stay where you are.

If a kid with no backup plan can build a life, so can you.

I believe that.

– Ryon
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Stress-Free Renovations
By Ryon Harris

Chapter 01 — The Number One
Cause of Stress in Renovations

If I had to boil it down, the biggest source of stress in any renovation comes down to

one thing: misaligned expectations.

Most homeowners have never been oriented to what construction actually looks like.

They expect it to run like their own jobs — clock in at 7 a.m., clock out at 5 p.m.,

predictable and clean. But construction doesn’t work that way. It’s a moving puzzle of

tradesmen, materials, weather, inspections, and logistics. Some days, it’s full throttle.

Other days, it’s dead quiet while we wait for a delivery or the city to sign off on

something.

I tell people upfront: you’re signing up for a stressful process. It’s not our fault — it’s

just the nature of transformation. But here’s where we change the game: we prepare

you. We give you a clear orientation on what to expect, how to communicate, and how

to keep your cool when things don’t go exactly to plan.

You wouldn’t walk onto a job site without a safety briefing, right? Renovations are no

different. Homeowners need an orientation — a crash course in construction etiquette,

scheduling, and realistic timelines. Nationally, about 70 percent of projects go over

budget or finish behind schedule. That doesn’t mean anyone’s doing something wrong

— it means we’re human, and construction involves dozens of moving parts.



When we start a project, we set the tone right away. Homeowners talk to the COO or

Project Manager about business decisions, and our crews stay focused on production.

That separation keeps things clean, polite, and stress-free on both sides.

Orientation isn’t optional — it’s the foundation for a smooth renovation. Once you

know what’s coming, you stop stressing about it.
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Chapter 02 — How to Keep Calm
When Things Go Wrong

When a homeowner’s expectations or a project’s schedule start to shift, the first thing I

lean on is structure. Every day we work with dozens of moving parts — trades,

materials, deliveries, approvals — and chaos is always waiting around the corner. The

key is not to avoid it but to stay calm and lead through it.

We hold team check-ins regularly — sometimes weekly, sometimes biweekly

depending on project size. These meetings include the COO, the Project Manager,

and often the homeowners when it’s appropriate. For most projects, we find that a

structured rhythm is better than constant noise. Too many meetings create anxiety,

but too few create confusion — so we find the balance.

For smaller projects, a quick 30-minute weekly phone call works beautifully. For

bigger builds, biweekly meetings with written notes make more sense. Either way,

clients always know what’s happening next, and that’s where peace begins.

Homeowners also get daily briefings from the Project Manager — updates on

progress, deliveries, and what’s scheduled next. If something changes, they hear

about it immediately. If a material suddenly goes on backorder, we don’t wait for panic

— we present solutions: wait eight weeks for the original material, or switch to a

similar one that can arrive in six days.

When people are included in the solution, they stop worrying about the problem.

Construction is not a one-man sport — it’s a team effort that only succeeds when

everyone feels respected and informed.
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Chapter 03 — The Right Way to
Communicate During a Renovation

Clear communication is the heartbeat of a smooth renovation. Construction is a world

of moving parts - multiple trades, shifting schedules, material arrivals, weather

impacts, inspections, and day-to-day variables that can change the pace of a job

without warning. Communication is what keeps all those moving pieces synchronized.

The truth is, communication in construction is not optional - it is the foundation. When

communication is weak, even a small project feels chaotic. When communication is

strong, even a complicated project feels manageable.

Our communication system is built on clarity of roles. The Project Manager handles

daily updates - progress, deliveries, issues, and next steps. They are the

boots-on-the-ground leader. The COO manages documentation, schedules, and

written records - emails, change orders, and paper trails. I step in personally for major

decisions, design changes, and reassurance. Every person stays in their lane, so

nothing gets confused.

This structure eliminates the classic problem of too many voices and not enough

direction. Homeowners know exactly who to talk to, and our crew knows exactly who

is communicating decisions. No mixed messages. No tension. No crossed wires.

We also believe in accessibility - our main line is available 24/7 for emergencies. But

we also believe in boundaries because everyone deserves peace at night. If a call is

not urgent, we save it for morning. A rested homeowner and a rested crew make

better decisions.

Respect matters in communication. Our crews are professionals - real craftsmen with

real skill. When homeowners communicate respectfully, the job becomes a

partnership instead of a battle. When everyone speaks openly and honestly, stress

goes down and progress goes up.



Construction will always have surprises. But surprises only become crises when

communication is missing. When everyone understands who handles what, how

decisions flow, and what the expectations are, renovation becomes smoother, calmer,

and far more successful.

Communication is not just a tool in construction - it is the entire operating system.
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Chapter 04 — What Every
Homeowner Should Know Before

Demo Day

Demo day is where the dream starts to feel real. It is also where most homeowners

underestimate what they have actually signed up for.

If I could sit every client down before the first hammer swings and give them one talk,

it would be this chapter.

You are not hiring magicians - you are hiring builders. We will work hard. We will care

about your project. We will bring skill, pride, and experience. But we cannot change

the laws of physics, the way dust travels, or how old houses react when you open

them up.

Renovation is invasive by nature. We are cutting, breaking, hauling, drilling, sanding,

and moving heavy things through your home. Even when we are careful - and we are

- this process will always be a little noisy, a little dirty, and a little stressful. The sooner

you accept that, the easier the whole ride becomes.

On our jobs, we take protection seriously. We use plastic walls, zip walls, drop cloths,

industrial air purifiers, and cleanup routines at the end of each day. We haul out

debris, we keep pathways clear, and we do everything we humanly can to respect

your space.

But here is the truth no contractor wants to say out loud: dust still finds a way. Noise

still travels. There will be days where your house looks like a disaster zone before it

looks beautiful again. You might see drywall off the walls, subfloor exposed, tools in

the hallway, and think, "What did I do?" That feeling is normal. Renovation is like

surgery. It does not look pretty halfway through. You have to trust the process.



While all this is happening in your home, there is a whole second job going on in the

background that homeowners rarely see: scheduling trades, wrangling materials,

dealing with inspectors, watching the weather, and making sure every step lines up

with the next.

Some days the house is full of people. Other days it is quiet because we are waiting

on an inspector, a delivery, or a curing time. Quiet does not mean nothing is

happening - it means the invisible parts of the job are moving. When you understand

that rhythm - heavy action, then short pauses - you stop panicking on the quiet days

and start seeing them as part of a controlled process.

Your job during demo is to protect your sanity. Our job is to take care of your house.

Your job is to take care of yourself.

Demo and rough-in are the loudest, messiest parts of the project. If you are home all

day, every day, standing in the middle of it, you are going to burn out mentally. Before

demo day, I recommend you plan places to escape to - coffee shops, parks, a friend’s

house, a gym. Decide which rooms will be your safe zones - areas where we do not

store tools or materials. Talk with your family about schedules - kids, pets, remote

work, napping times. Accept that for a few weeks, life is going to feel different, and

that is okay.

Jobsite etiquette matters. Say good morning. Let the crew do their work. Curious

questions are fine; constant interruptions slow everything down. If you have a

concern, bring it to the Project Manager or office - not the guy holding the saw. Treat

the crew like professionals, not "help." People do better work when they feel

respected.

Once we open up walls and floors, we are looking into the history of your home. Not

all history is good. We might find old water damage, outdated wiring, hidden structural

issues, or improper past repairs. None of this is your fault and none of it means the

project is doomed. It just means we have to adjust.



We will never just cover it back up and hope for the best. We will bring it to you,

explain the options, costs, and implications, and make a smart decision together. That

might feel uncomfortable in the moment, but it is the only way to build something

worth having.

The mindset that makes demo bearable is understanding that the worst looking days

are often the most important ones. If it looks worse, that means we are in it. We are

not ignoring problems; we are exposing them, fixing them, and rebuilding something

solid.

If you walk into demo day with your eyes open, your expectations realistic, and your

trust anchored in the process, you will find that the stress is manageable and the end

result is worth every uncomfortable day in between.
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Chapter 05 - Balancing Expertise
With Homeowner Involvement

Guiding a renovation is a balancing act. On one side, you have professional expertise.

On the other, you have the homeowner's vision and personal connection to the space.

If either side tries to dominate completely, the project suffers.

Some contractors swing too far toward control. They decide everything and expect the

homeowner to stay quiet and write checks. That is not respect. It is not partnership. It

might be fast in the short term, but it usually leads to resentment and disappointment

when the finished product does not reflect the family's life.

On the flip side, if the homeowner is allowed to override physics, code, and common

sense just because they are paying for the job, the project becomes a slow-motion

train wreck. You end up with unsafe framing, cramped layouts, strange details, and a

finished product that looks good on the surface but fails the reality test.

The goal is not to let one side win. The goal is for each side to stay in its lane and do

what it does best.

My lane as a builder is to protect the project and the long term. I know what will last,

what will fail, what will leak, what will sag, and what will pass inspection. I bring

decades of muscle memory, failures, and wins to every decision. When I say

something will not work, it is not an opinion. It is history speaking.

The homeowner's lane is to protect their lifestyle and their dream. They know how

they live. They know their routines, their pets, their kids, their storage issues, and the

things that bring them joy. They know what colors calm them down and what spaces

make them feel cramped or free. No contractor can know that better than the person

who lives there.



So this is how I approach it: I lay out the options and explain what each path will do for

them. I explain costs, durability, maintenance, and impact on resale value. I tell them

which option I would choose if it were my home. Then I let them choose the version

that fits their family best - as long as it stays within the boundaries of what is safe,

sound, and buildable.

There is a line I do not cross, and a line I will not allow crossed against me. It is not my

place to make personal life decisions for a family. It is not their place to demand that I

violate code, sacrifice quality, or stamp my name on something I know is wrong.

I am more than happy to try creative solutions. I will search for different materials,

alternate layouts, and clever ways to get 90 percent of what they want inside the limits

of what is possible. I am the last one to give up on a challenge. But when I tell you we

have reached the edge, I need that respected.

When homeowners and builders understand this balance, the project becomes

smoother. The homeowner feels heard and in control of the big picture. The builder

feels trusted to manage the technical part. Decisions become faster. Arguments

disappear. The project stops feeling like a fight and starts feeling like a collaboration.

Here is a simple way to think about it:

- The homeowner owns the vision and the "why."

- The builder owns the "how" and the "how long."

- The budget is the fence line that both sides agree not to ignore.

If you are a homeowner reading this, the best thing you can do is pick a builder you

trust, then let them lead within the guardrails you set together. Ask hard questions.

Share your fears. Be honest about your budget. But once the decisions are made,

trust the process.



If you are a builder, the best thing you can do is remember that this is not just a project

- it is someone's life. Do not bulldoze them with your ego. Educate them. Advise them.

Protect them from bad decisions. But also respect their right to shape the space they

are paying for.

The sweet spot is where expertise and involvement meet. That is where the best

projects live.
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Chapter 06 - How to Plan Without
Getting Overwhelmed

Most homeowners do not get overwhelmed because the project is too big. They get

overwhelmed because the decisions come at them too fast and from too many

directions.

There are hundreds of decisions inside a single renovation: flooring, paint, cabinets,

hardware, windows, doors, trim, plumbing fixtures, lighting, tile layout, grout color,

countertops, appliances, and on and on. If you try to make all of those choices in a

weekend, you will burn out, second-guess yourself, and start to hate the project

before it even starts.

Planning is not about doing everything at once. Planning is about sequencing the right

decisions at the right time.

That is why we slow the process down and put structure around it.

Every project starts with design. We work with a designer to nail down the big picture:

layout, wall locations, window sizes, door swings, and how the spaces connect. This

is the skeleton of the project. If the skeleton is wrong, no amount of pretty finishes will

fix it.

Once the layout feels right, we move into selections in a way that keeps you sane. We

schedule weekly planning meetings - usually about 60 minutes - and each one has a

clear focus. One week we might tackle flooring and paint. The next, cabinets and

countertops. After that, tile and plumbing fixtures.

We ask you to send us inspiration photos ahead of time so we can see your taste. Are

you drawn to warm woods or cool tones? Black hardware or brushed nickel? Bold tile

or simple, clean lines? We study what you like and bring samples that match that vibe,



along with a few wildcards that might open up new ideas.

Inside each meeting, the goal is not to finalize every detail of the whole house. The

goal is to make one or two good decisions and move on. That way, you have time to

sleep on it, visualize it, and feel confident before the next step.

Here is why this works so well:

- You are never staring at one hundred options at once.

- You get to build your home layer by layer.

- You stay excited instead of exhausted.

- The project moves forward without last-minute chaos.

Another key piece of staying out of overwhelm is understanding what needs to be

decided now and what can wait.

Some decisions are structural: window sizes, door openings, shower layout, electrical

locations. Those have to be nailed down before framing or rough-in. Other decisions

are finish-level: exact cabinet handles, mirror frames, towel bars. Those can come

later, as long as we know the general direction.

We walk you through that priority list so you do not waste energy obsessing over grout

color when what we really need is a signed-off floor plan.

A lot of stress comes from homeowners feeling like they are "behind" when in reality

the schedule is fine. Our planning rhythm - weekly meetings, clear agendas, and

defined next steps - keeps you right where you need to be.



If you are planning your own project, here are three rules you can steal from us:

1. Do not make major design decisions when you are tired, rushed, or emotional. You

will regret it.

2. Limit how many categories you decide on in a single session. Two solid decisions

are better than ten rushed ones.

3. Keep all of your notes, photos, and selections in one place - a binder, a shared

folder, or an app. Chaos in your information leads to chaos in your mind.

Renovation planning should feel like building something, not like being attacked by

options.

When you have a clear path, a weekly rhythm, and a guide who knows how to pace

the process, the planning phase can actually be enjoyable. You get to see your future

home come into focus step by step, without losing your mind along the way.
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Chapter 07 - Building Realistic
Budgets That Actually Work

Money is one of the biggest sources of stress in any renovation. Not because people

are greedy, but because most homeowners have never seen a clear, honest

breakdown of what things really cost and how budgets actually move during a project.

When the numbers feel mysterious, every change feels like a threat. When the

numbers are clear, you can make smart decisions without panicking.

We have been doing this long enough to know what things realistically cost. We do

not pull numbers out of thin air. We lean on hundreds of jobs and real data.

For example, in our world:

- Kitchens generally start around $40,000 and go up from there depending on size,

layout changes, and finishes.

- Bathrooms typically start around $15,000. A simple cosmetic refresh is one thing;

moving plumbing and building custom showers is another.

- ADUs commonly start around $150,000 and move upward based on square footage,

design complexity, and site conditions.

- Custom homes usually begin around $400,000 and scale from there.

These are not sales pitches. They are reality.

The first step in building a realistic budget is agreeing on the truth: quality work, done

legally, with licensed trades, up to code, using decent materials, costs real money. If a



quote comes in way below market, there is a reason, and it is usually not a good one.

Once we get alignment on the realistic ranges, we move into my favorite part: working

backward from your comfort zone.

I always tell people, the most important decision is not paint color or tile pattern. The

most important decision is whether we can work well together.

If we can, then budgeting becomes a team sport.

I like to start with your honest number. Not the fantasy number you wish you could

spend, but the real range you can live with without losing sleep.

If you tell me, "We are comfortable at $80,000, with a little flexibility if the value is

clear," that gives me something solid to work with. I can then design a scope that

respects that number, instead of designing a $140,000 dream and hoping you find the

money somewhere.

From there, we break the project into components: structural, mechanical, finishes,

extras. Structural and mechanical are non-negotiable. They are the bones and the

organs. Finishes and extras are where we can move the dial without damaging the

integrity of the project.

Maybe we use a slightly more modest cabinet line but keep the high end countertops

you love. Maybe we choose a luxury tile in the main shower and go simpler in the

guest bath. Maybe we design lighting that looks custom using smart placement

instead of twenty expensive fixtures.

We also always include a contingency line in the budget from day one.

I do not pretend surprises will not happen. Old houses hide things. Soil conditions

change. Products get discontinued. Instead of acting shocked when that happens, we



plan for it.

A typical contingency might be 10 to 15 percent of the project value. That is not

wasted money. That is a buffer between you and stress. If we do not need it, great. If

we do need it, you will be glad it is there.

The second key to a realistic budget is radical transparency.

When something changes, we do not smuggle in costs. We do not pile up extras and

talk about them at the end. We issue written change orders as we go.

If you decide to upgrade the tile halfway through, there is a cost. If we find rotten

subfloor that has to be replaced, there is a cost. If you ask for an extra window or a

bigger deck, there is a cost. You see it on paper, you approve it, and only then do we

move forward.

This keeps control in your hands.

You always know where the budget stands. You know where the money is going. You

know what you chose and why. When you see the final invoice, it matches the story

we have been telling you all along.

The third key is understanding where money really matters.

Spending more on structure, waterproofing, and mechanical systems is almost always

worth it. Cutting corners there will cost you far more later.

Spending more on certain finishes - like countertops, major tile areas, and key fixtures

you touch every day - usually pays off in both daily satisfaction and resale value.

On the other hand, there are places where you can save without compromising much:

secondary bathrooms, guest bedrooms, laundry rooms, and some decorative items



that can be upgraded later without tearing into walls.

Building a realistic budget is not about saying yes to everything. It is about saying yes

to the right things.

When we do this well, homeowners walk away feeling proud of what they built and

comfortable with what they spent. They feel like they invested, not just paid.

If you are planning your own project, remember this:

- Do not chase the lowest number; chase the clearest plan.

- Start with what you can truly afford and let the scope be shaped around that.

- Demand transparency. If your contractor cannot explain the numbers, do not sign.

- Put contingency in writing. Surprises are guaranteed; panic is not.

A good budget is not just a spreadsheet. It is a stress management tool. Done right, it

gives you room to breathe, room to adjust, and room to be excited again instead of

afraid of the bill.
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Chapter 08 - How to Handle Change
Without Losing Control

Change is guaranteed in construction. The question is not whether something will

change during a project, but how you handle it when it does.

Homeowners often think of change orders as purely negative - as if every change

means someone dropped the ball. But in reality, there are three main reasons

changes happen:

1. We discover something hidden once we open walls, floors, or ceilings.

2. The homeowner sees things coming together and realizes they want to adjust the

plan.

3. External forces hit - supply issues, product discontinuations, inspection

requirements, or site conditions.

None of these automatically mean someone did something wrong. They mean the

project is alive.

The danger is not change itself - the danger is change that is not documented, not

priced, and not understood.

That is why we run a very strict but simple system for handling changes.

Anything that is clearly outside the original scope and takes more than roughly two

hours to complete becomes a formal change order, issued the same day the change

is discussed.



If you ask us to move a wall, change a window size, add extra lighting, upgrade tile,

enlarge a deck, or add a built-in, we put it in writing right away. The change order will

spell out exactly what is being changed, what it will cost, and how it will affect the

schedule, if at all.

You will see the number before we do the work, not after.

This is how we protect you from surprise bills and how we protect ourselves from

doing days of unpaid extra work based on casual conversations onsite.

The worst thing that can happen on a job is when a homeowner says, "While you are

here, can you just..." and the contractor says "Sure," without documenting anything,

and then tries to bill for it all at the end. That is a guaranteed conflict.

Our goal is to make change feel controllable.

Sometimes, the change is not your idea. It is the house telling the truth. We open a

floor and find rot. We cut into a wall and find plumbing in the wrong place. We remove

siding and find structural issues. Those are not upgrades. Those are rescue missions.

When that happens, we slow down and show you exactly what we found. We explain

why it matters, what the options are, and what happens if we fix it correctly versus try

to band-aid it.

But even then, we write a change order. Not because we love paperwork, but because

clear paper keeps clear relationships.

Emotionally, change orders can sting. You had a number in your head, and now it is

higher. That is real. I do not minimize it. But I would rather have a hard, honest

conversation in the moment than pretend the problem does not exist and leave you

with a hidden mess that will eventually blow up.



On the other side, there are changes you choose.

You might see the tile going in and say, "You know what? I want to carry that tile all

the way up instead of stopping halfway." You might decide that the extra window

really will make the room feel the way you imagined. You might see the framing and

realize you want a niche, a beam, or a different door swing.

When those desires show up, we look at them with you. Sometimes we can simply

shift labor and materials and make it work inside the existing budget. Other times,

there is real extra work involved. Either way, you will know before we move forward.

Here is the principle we live by: no quiet changes.

We do not change scope without telling you. We do not tell you everything is fine if it is

not. We do not allow a pile of unpriced extras to accumulate in the shadows.

You will always know: what changed, why it changed, what it costs, and what it does

to the schedule.

If you are managing your own project or working with another contractor, here is how

you can keep change from taking you hostage:

- Require written change orders for all substantial changes. No exceptions.

- Ask about cost, schedule impact, and alternatives before approving anything.

- Keep a running, written record of all approved changes and their totals.

- Do not wait until the end to ask, "So where are we at?" Know as you go.



Change, handled well, does not have to feel like a train wreck. It can actually improve

the project. Some of the best details in a home come from smart midstream

adjustments.

But change handled poorly - undocumented, unpriced, and emotional - will blow up

even the best relationships.

In our world, control does not mean avoiding change. Control means seeing change

clearly, counting the cost, and deciding together what is worth it.
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Chapter 09 - The Smartest Way to
Save Money on Any Renovation

Everybody wants to save money on a remodel. That is normal. The problem is that

most people try to save in all the wrong places.

They chase the lowest bid. They choose the cheapest materials. They cut corners

behind the walls where no one can see. And then they act surprised when the job

does not last, does not perform, or ends up costing more to fix down the road.

The smartest way to save money on a renovation is not to fight the laws of

construction. It is to work with them.

There are three big levers you can pull to save money without wrecking the project:

1. Standardization.

2. Design efficiency.

3. Respecting the trades instead of fighting them.

Let us start with standardization.

The building industry is built on standard sizes for a reason. Doors, windows,

cabinets, shower glass, tile, lumber, and so on all come in common dimensions that

factories can produce efficiently. When you design around those standard sizes, you

save money three different ways: on material cost, on lead time, and on labor.

Take shower glass, for example. If you frame your shower opening to accommodate a

standard size glass door and panel, you can often buy it right off a catalog at a fraction



of the custom price. If you build a shower three inches too wide or narrow just

because it looked cute in a sketch, you might force a fully custom glass order that

costs thousands more and takes twice as long to arrive.

Same goes for windows. If you choose standard width and height combinations, your

supplier can get them quickly and affordably. The farther you deviate from those, the

more you pay in both dollars and patience.

Cabinets are another big one. Most kitchens can be designed beautifully using

modular cabinet sizes - 12, 18, 24, 30, 36 inches, and so on. If every single cabinet is

a custom size, you are paying a premium for something you will not even notice a

month after you move back in.

Standardization does not mean boring. It means smart. You can still create a

completely unique, beautiful space using standard bones.

Next is design efficiency.

Labor is one of your biggest costs on a project. The more complex and fussy the

design, the more time it takes for someone to build it, align it, and make it look right.

If you can simplify certain details without losing the look you want, you can shave real

money off the job.

Maybe that means one continuous run of countertop instead of lots of little jogs and

bump outs. Maybe it means stacking bathrooms above each other so plumbing runs

are shorter and cleaner. Maybe it means keeping major appliances in roughly the

same location instead of moving everything across the room.

Good design is not about showing off how complicated you can make something. It is

about achieving the desired feel and function with as little unnecessary complexity as

possible.



Whenever we lay out a project, I am always looking for ways to keep the framers,

plumbers, electricians, and finish carpenters efficient without sacrificing the

homeowner's vision. If I can accomplish the same experience with fewer weird angles,

fewer transitions, and fewer special cases, I am saving my client money without them

ever feeling like they lost anything.

The third lever is respecting the trades.

There is this myth that you save money by grinding down your subcontractors,

squeezing them on price, or hiring the cheapest ones you can find. In my experience,

that is one of the most expensive mistakes you can make.

When you hire people who are barely competent and begrudgingly cheap, they cost

you in rework, callbacks, delays, and lost trust. When you beat down good trades on

price, they give you exactly what you paid for - the bare minimum - and they will not go

out of their way to solve problems creatively.

I would rather work with strong trades, pay them fairly, and then save money together

by being organized, making clear decisions, and not wasting their time.

Here is what saving money looks like when everyone is respected:

- The plans are clear.

- The materials are on site when the crew arrives.

- The homeowner has made the key decisions ahead of time.

- The scope is well defined and does not change every twenty minutes.

- Questions get answered quickly instead of leaving people standing around.



Every minute a crew spends standing in a half finished room waiting on decisions or

missing materials is money slipping away. That is the expensive part of a job people

forget about.

So if you want to save money on your renovation, do this:

- Use standard sizes wherever possible. Let your builder and designer help you hit the

sweet spots that keep things efficient.

- Simplify the design where you can. Do not create complexity just to feel "custom."

- Hire good trades, pay them fairly, and keep the job organized so they can move

quickly.

- Make decisions in a timely way and stick to them once the work starts.

You do not save real money by starving the job. You save real money by feeding it

what it needs in smart, efficient ways.

The cheapest remodel you can do is the one you only have to do once.
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Chapter 10 - Where to Spend and
Where to Save

If you are going to invest serious money into your home, you want to know one thing

straight up: where is it worth going big, and where can you safely pull back?

Most homeowners either over-spend in the wrong places or under-spend in the places

that matter most. Both mistakes cost you long term - in comfort, durability, and resale

value.

I look at every project through two lenses:

1. What will you feel every single day living in this space?

2. What will the next buyer see and be willing to pay for?

Where those two overlap, that is where you spend.

Let us start with the non-negotiables - the parts of a project where you almost never

regret spending more:

- Structure.

- Waterproofing.

- Mechanical systems (plumbing, electrical, HVAC).

Structure is the skeleton of your house. If you cheap out on framing, beams, supports,

or repairs to damaged framing, you are building problems into the bones. Things sag,

crack, move, and fail. Correcting structure later is messy and expensive.



Waterproofing is similar. Showers, roofs, decks, exterior flashing, and foundations all

need to be done right the first time. Using junk materials or lazy methods because "it

is behind tile" or "no one sees it" is how you end up with rot, mold, and huge repair

bills down the road.

Mechanical systems are the invisible comfort providers. You want plumbing that does

not leak, drains that do not clog constantly, wiring that meets modern needs safely,

and HVAC that keeps the house comfortable without maxing your power bill. Those

are not luxury features. They are basic quality of life.

So if you are forced to choose between spending more on a fancy faucet versus

proper waterproofing or framing, the answer is easy: protect the bones and the

envelope first.

Next, let us talk about finishes that carry weight.

Certain finishes hold value because people see them, touch them, and use them

constantly:

- Kitchen cabinets and countertops.

- Main bathroom tile and fixtures.

- Primary flooring in major living areas.

- Lighting that makes the home feel warm, bright, and intentional.

You do not have to buy the most expensive product in every category, but this is

where a little more quality and design usually goes a long way.



A solid, well-built cabinet with soft-close hardware, paired with a good countertop, will

make your kitchen feel dialed in every single day. A properly tiled shower in your main

bathroom, with a good valve and a real shower head, will make every morning better.

Quality flooring that looks good and wears well will make your whole house feel higher

end and will still be impressive ten years from now.

These things also show up in listing photos when it is time to sell. Buyers notice them

quickly.

On the other side, there are areas where you can save money without damaging the

project:

- Guest bedrooms and secondary spaces that do not get heavy use.

- Utility and laundry rooms (within reason).

- Some decorative light fixtures, mirrors, and hardware that can be upgraded later.

- Kid spaces that will likely get beat up no matter what.

You do not have to put the most expensive plank flooring in the spare bedroom. You

do not have to buy designer tile for the laundry room. You can start with decent basics

in some areas and upgrade decor-level items over time as budget allows.

Another area where people burn money is constant change and indecision.

A well-planned project with firm decisions will cost less than a poorly planned project

with constant mid-stream changes - even if both end up with similar finishes. Every

time you redraw the plan, re-pick materials, or stall the job with "we are not sure yet,"

you are paying for it in labor, delay, and lost efficiency.



So part of "spending in the right place" is spending time on decisions up front, not

winging it as you go.

Here is how I help clients decide where to go big and where to relax:

We talk honestly about how they live. Is the kitchen the center of their world? Is the

main bathroom their daily recharge space? Do they entertain a lot? Do they work from

home? Do they have pets or small kids?

We also talk about how long they plan to stay. If they plan to be there for 15+ years,

the focus leans more toward personal enjoyment over resale. If they may sell in 3 to 7

years, we weight decisions more heavily toward what will impress buyers and

appraisers.

Then we stack the choices into three buckets:

1. Must be high quality (for safety, performance, or daily use).

2. Should look and feel strong (for both life and resale).

3. Can be simpler or upgraded later.

If you are reading this as a homeowner, here is a simple cheat sheet:

Spend more on:

- The structure, waterproofing, and mechanical systems.

- The kitchen (especially cabinets and counters).

- The main bathroom.



- Primary flooring and key lighting.

Save or simplify on:

- Guest rooms and rarely used spaces.

- Some secondary tile and finishes.

- Decorative items you can swap out later (mirrors, some lights, hardware).

- Trendy elements that may go out of style quickly.

The goal is not to cheap out. The goal is to invest in the parts of your home that will

give you the highest return in joy, function, and value.

When we do a project where money was spent in the right places, you can feel it. The

house feels solid under your feet. The doors close right. The water is hot and reliable.

The lights make the space feel alive. The finishes look like they belong together.

And most importantly: you do not walk around wishing you had done it differently.

You cannot buy everything. Nobody can. But you can absolutely buy smart.
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Chapter 11 - Renovation as Harvest,
Not Just Cost

Most people look at renovation through one lens: cost. They see a big number, feel

their stomach drop, and think, "I am spending this much money." I do not see it that

way at all.

When I look at a project, I see planting, not draining. I see a harvest that has not come

in yet.

Construction, when it is done right, is not an expense. It is an investment. And not just

an investment on paper - it is one you can live in, walk through, cook in, shower in,

raise kids in, and retire in.

You are paying today's prices for materials and labor. Over time, those prices go up.

But you already locked yours in. Meanwhile, the value of what you built grows.

Let us make it real.

Say you build a well-designed accessory dwelling unit (ADU) in your backyard. You

invest around $150,000 to $180,000 to build it properly - foundation, structure,

finishes, systems, everything. On day one, that ADU is often worth closer to $300,000

or more in market value depending on your area, appraisal, and rental potential.

You have effectively planted $150,000 and grown $300,000. That is instant equity.

From there, that ADU becomes a living asset. You can use it in different ways:

- Rent it long term and collect $1,500 to $1,800 a month in income.



- Use it as a mid-term or furnished rental and potentially earn even more.

- House a family member - a college kid, an aging parent, or someone in your support

system - and save money that would have gone toward rent or assisted living.

- Use it as a home office or studio that frees you from leasing commercial space.

Over a thirty year period, that one ADU can easily throw off over $2,000,000 in rental

income or equivalent savings. Combine that with appreciation of the property itself

and you are looking at a serious wealth engine built into your backyard.

That is what I mean by harvest.

You are not just "paying $150,000." You are buying a machine that makes money,

adds stability, and opens options for your family for decades.

The same principle applies to strategic renovations inside your main home.

If you take a choppy, outdated, poorly laid out house and turn it into a functional,

beautiful, well-lit, open feeling space, you are not just making it nicer to live in. You are

also moving it up in the market.

Appraisers and buyers look at condition, layout, quality of finishes, and usefulness of

space. A smart renovation can push your property into a higher bracket. That can

mean tens or hundreds of thousands of dollars in increased value, depending on your

market.

But the key words there are "smart renovation."

If you pour money into weird, hyper-personal choices that do not make sense to the

next buyer, you might enjoy it personally, but you will not see much harvest on the

back end. If you spend heavily on things that do not really add function, beauty, or



durability, you are planting in rocky soil.

My job is to help you plant in fertile ground.

When we plan a project, I am always thinking in terms of both lifestyle and equity. Will

this change make your daily life better? Will it make the home more desirable and

valuable to the next person who might buy it? When both answers are yes, that is a

strong move.

For example:

- Converting a dysfunctional, closed-off kitchen into a practical, open, modern

workspace that connects to living areas.

- Adding a primary suite with a real bathroom and closet where there was none.

- Finishing a basement in a way that feels like proper living space instead of a dark

cave.

- Building an outdoor living area that extends your usable square footage most of the

year.

Those are harvest plays.

On the other side, there are choices that are fun but often do not pay off much:

ultra-specific themed rooms, extremely bold and trendy finishes that will age fast, or

features that only a tiny percentage of buyers would want.

I am not saying you can never do those. It is your house. But if your goal is long term

harvest, those should be the icing, not the cake.



The most powerful mindset shift you can make as a homeowner is this: stop thinking

like a consumer and start thinking like a steward.

A consumer says, "Can I afford this bill?"

A steward says, "If I invest this money into my property, what will it do for my family's

future?"

That is why I get so fired up about ADUs, thoughtful additions, and renovations that

truly change how a home lives. They are not just upgrades. They are leverage.

You live in the asset. You enjoy it every day. And in the background, it is working for

you - increasing equity, generating income, or saving costs that would have gone

elsewhere.

If you are going to go through the stress, time, and money of a renovation, you might

as well come out the other side with more than just "pretty." You should come out with

a more powerful financial position.

Renovation is not just about fixing what is broken or making things look good for now.

Done right, it is about setting up a harvest that ripens over years.

You are not just writing checks. You are planting trees.
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Chapter 12 - Choosing the Right
Contractor

One of the most important decisions you will make in your renovation is who you trust

to lead it. The right contractor can turn a stressful process into a guided, steady

experience. The wrong one can turn even a simple project into a nightmare.

Too many homeowners pick their contractor using one metric: price. They pick the

lowest bid and hope for the best. That is like choosing a surgeon based on who

charges less for open heart surgery. The number matters, but it is not the whole story.

You are not just hiring someone to swing a hammer. You are hiring someone to make

hundreds of decisions on your behalf, to manage money, to direct people in your

home, and to represent your name with neighbors and inspectors. You want someone

who can handle that responsibility well.

So what should you actually look for?

The first thing I look at is clarity.

A good contractor can explain what they are going to do in plain language. If you ask

how a process works and they talk in circles, drown you in jargon, or take thirty

minutes to answer a simple question, that is a red flag. It often means they do not

have a clear system themselves.

If they can break things down simply - like they are explaining it to a fifth-grader - it

usually means they understand it deeply.

I also pay attention to how they talk about their team.



Do they respect their people? Do they sound proud of their crew, their subs, and their

office staff? Or do they blame "idiot workers" and talk like they are the only smart

person in the room?

If a contractor does not admire their team, their team probably does not admire them

either. That will show up on your job in the form of low morale, sloppy work, and

constant tension.

You want a contractor who talks about "we" more than "I." Someone who understands

that construction is a team sport and is not threatened by other people's strengths.

Next, look at how they show up in the community.

Are they part of local Chambers of Commerce? Do they participate in home shows,

charity events, or community projects? Do they sponsor anything? Are they the kind of

company that shows up in public and is willing to put their name on things?

You do not have to pick someone who is on every billboard, but you do want someone

who has roots. Fly-by-night contractors who change company names every few years

are hard to hold accountable when something goes wrong later.

Check their online presence, but do not obsess over it. A smaller contractor with fewer

reviews but strong word-of-mouth can be better for your project than a massive

company with a slick website and no real personal attention. What matters is

consistency and integrity over time.

Then, pay attention to how they talk about money.

Do they give you a clear written estimate with line items and scope? Or do they send

you a vague one-page number with no explanation? Do they talk openly about

contingencies, change orders, and what will happen if surprises show up? Or do they

try to gloss over those topics to keep you comfortable until the contract is signed?



You want someone who is not afraid to tell you the truth about costs.

They should be able to walk you through where the money goes: labor, materials,

overhead, permits, and so on. They should be comfortable explaining their payment

schedule. They should not demand all the money up front, and they should be willing

to tie payments to actual progress on site.

Another big indicator is how they handle your questions and concerns.

Do they get defensive? Do they talk down to you? Do they act insulted that you are

even asking? Or do they listen, answer directly, and show you they have nothing to

hide?

If they are impatient and dismissive before the job starts, they will not suddenly

become calm and patient once your house is torn apart.

Take a look at how they manage time.

Do they show up on time for the estimate? Do they send information when they say

they will? Even in the initial stages, patterns show. A contractor who constantly

reschedules, misses calls, or "forgets" to send follow-up details is telling you how they

will treat your project schedule.

Finally, trust your gut.

When you talk with them, do you feel more at peace or more anxious? Do you feel like

you can be honest with them? Do they seem like someone you would be okay with

being in your life and around your family for weeks or months at a time?

This is not just a transaction. You are inviting someone into your home and into a very

intimate part of your life. If something feels off, listen to that.



Here is a simple filter you can use when comparing contractors:

- Can they explain their process clearly?

- Do they respect their team and speak well of them?

- Are they established in the community?

- Do they give detailed, written estimates and talk openly about costs and

contingencies?

- Do they respond to questions calmly and promptly?

- Do you feel a sense of trust when you talk to them?

If the answer to those is yes and their pricing is within a realistic range of others, you

probably have a good candidate.

If the answer is no to most of those, but they are cheap, they are likely going to be

very expensive later in ways that do not show up on the first quote.

The right contractor will not be perfect. No one is. But they will be honest, organized,

relational, and committed to doing the work the right way.

You are not just choosing who will build your project. You are choosing who will carry

your stress, protect your investment, and represent your home while it is under

construction. Choose someone who takes that seriously.
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Chapter 13 - Red Flags to Watch For
in a Contractor

Knowing what to look for in a good contractor is important. Knowing what to walk

away from might be even more important.

Red flags do not always show up as something dramatic. Most of the time, they show

up as small tells – little cracks in the story – that let you know how this person is really

going to behave once they have your money and your house opened up.

Here are some of the biggest warning signs I would tell my own family to watch out

for.

The first red flag is vagueness.

If you ask how long the job will take, and the answer is a rambling mess that never

lands on anything specific, be careful. Sure, no one can promise exact dates in

construction – there are always variables – but a professional should be able to give

you a realistic range and explain what could move it.

If you ask what is included in the price, and they say something like, “Oh, we will take

care of you, do not worry about it,” that is not comforting. That is sloppy. You want to

see scope in writing. You want to know what is in and what is not. Vagueness at the

front end turns into conflict at the back end.

The second red flag is a one-page, one-number quote.

If all you get is a single number with no breakdown, no description of work, and no

mention of allowances or contingencies, you are flying blind. You have no idea how

they came up with that number, what level of finish they are assuming, or how they

will handle changes.



It is not that every contractor has to produce a fifty-page proposal. But there should be

enough detail to give you confidence they have thought this through. If the quote looks

like something written on the back of a napkin, that is usually how the job will be run.

Another red flag is the “cash only, pay me up front” contractor.

Reasonable deposits are normal. Contractors have to buy materials, schedule labor,

and cover overhead. But if someone wants most of the job paid for before any real

work has started – or insists on cash and refuses to provide receipts – that is not

okay.

You want someone who is comfortable with normal business practices: written

contracts, traceable payments, and progress-based draws.

Watch out for people who bash every other contractor they mention.

If the only way they know how to sell themselves is by trashing the entire industry, that

is not confidence. That is insecurity. Odds are, they have left a trail of unhappy clients

and burned relationships behind them.

It is one thing to be honest about bad practices in the industry. It is another to act like

you are the only honest person in town. That is rarely true.

Pay attention to how they talk about permits and inspections.

If a contractor suggests you skip permits to “save money” or “save time,” that is a

huge red flag. It tells you they are willing to put you at risk to make their life easier.

Unpermitted work can cause serious problems later when you go to sell, refinance, or

file an insurance claim.



A pro might help you navigate which projects require permits and which do not. But

they will not encourage you to cheat the system. If they do, what else are they willing

to cut corners on?

Look at their truck, tools, and job photos.

You do not need a contractor to drive a brand new truck or have Instagram-perfect

pictures. But if the vehicle is falling apart, the tools are thrown in a heap, and the job

photos they show you are blurry, half finished, or mysteriously “not available,” that

tells you something about their standards.

Construction is a messy business, but pros take pride in their equipment and their

work. A contractor who cannot be bothered to present their work clearly may not care

much about the details on your project either.

Big red flag: pressure tactics.

If they are pushing you to sign “today only” deals, trying to scare you into deciding on

the spot, or making you feel guilty for wanting to think things over, that is not someone

you want steering a six-figure project.

A serious contractor will respect that you need to process, compare, and discuss with

your partner. They will be confident enough in their value not to lean on manipulation.

Another warning sign is constant unavailability or sloppy communication before you

ever hire them.

If it takes days to get a callback just to give them your business, imagine how hard it

will be to reach them when your kitchen is torn apart and you have a real problem. If

emails go unanswered and appointments are missed during the sales phase, you

have already seen their habits. Believe them.



Finally, pay attention to your own body when you are around them.

Do you feel like you have to talk yourself into trusting them? Are you constantly

making excuses for their behavior because the price seems good? Do you feel a

tightness in your chest when you think about them running your project?

That is not “being picky.” That is your intuition telling you the fit is wrong.

Here is a checklist of red flags that should give you serious pause:

- Quotes that are far lower than everyone else with no clear explanation.

- No written scope, no line items, no clarity on what is included.

- Pressure to skip permits, inspections, or proper documentation.

- Requests for huge upfront payments or all cash with no paper trail.

- Trash-talking every other contractor in town.

- Poor communication, missed appointments, and slow responses before the job even

starts.

- A general feeling of unease or mistrust when you talk with them.

You do not have to find a perfect contractor. Those do not exist. But you should

absolutely avoid the ones who show you, right up front, that they are not going to

protect you, your home, or your investment.

The cheapest contractor with three red flags is never a bargain. They are just a very

expensive lesson waiting to happen.



Edited with GPT — Carter Family Publishing Edition



Chapter 14 - How We Lead Our Crew
(Culture on the Job Site)

When you hire a contractor, you are not just hiring the person who shakes your hand.

You are hiring their entire team. The people who show up at your house every

morning - the ones carrying tools, running saws, laying tile, pulling wire, and cleaning

up - those are the ones who will shape your daily experience.

That is why crew culture matters just as much as contracts and drawings.

At Carter Family, we do not treat our crews as disposable labor. We treat them as

craftsmen, providers, and leaders in training. The way we lead them shows up in how

they show up for you.

Our day starts with a meeting, not a scramble.

Before anyone takes off to a job site, we huddle at the shop. We talk about what went

well yesterday, what did not, and what needs to change today. We review safety

issues, schedule shifts, and the key goals for each project. We are not winging it. We

are setting intention.

Those meetings also give people a voice. If a crew member saw something that could

have gone better on a job, they can bring it up. If they have a suggestion for a more

efficient way to do something, we want to hear it. That creates buy-in and pride.

We invest heavily in training.

No one knows everything, and construction is too complex to rely on guesswork. We

use standard operating procedures (SOPs) for processes: how to prep a site, how to

flash a window, how to waterproof a shower, how to close out a job. At any time, our

team can pull up those SOPs and see what “right” looks like in our eyes.



We also share tips, tricks, and updates via group messages and videos. When we

learn a better way to do something, we share it. When a new product shows up that

changes the game, we teach it. That way, the knowledge does not stay stuck in one

person's head.

Our culture is also about more than tools and techniques.

We care about our people as humans. We talk about finances, credit, long term goals,

and family. We help our crew members think beyond the next paycheck and start

planning for stability. I have sat with guys and helped them map out debt payoff,

savings plans, and strategies to take care of their loved ones.

Why? Because a man who feels like his future is improving shows up differently. He

has more to lose by doing sloppy work. He has more to gain by growing. He has a

reason to care.

We also invest in team building.

We take the team off-site to reset, celebrate wins, and reconnect as people.

Sometimes that looks like a trip, sometimes an event, sometimes just a relaxed day

together. Those moments build loyalty and trust that you cannot fake on a job site.

All of this is not just for internal feel-good points. It matters to you, the homeowner, in

very practical ways.

A crew that is aligned, trained, and respected:

- Shows up on time and ready to work.

- Pays attention to details because they take pride in the result.



- Communicates better with each other and with you.

- Handles stress and setbacks without melting down.

- Stays on your project mentally instead of checking out.

When you see our crew working at your house, we want you to feel like you are

watching a team that actually cares. You will not hear guys screaming at each other,

trashing other jobs, or talking about how they hate work. That is not who we are.

We have clear expectations for how we act on your property: no smoking inside, no

trash left behind, no disrespectful language around kids or family. Your home is not a

construction yard. It is your life. We are guests, even while we are tearing things apart.

Leadership also means being honest when someone is not a fit.

If a crew member cannot align with our values - if they are sloppy, disrespectful, or

unwilling to grow - we do not keep them on your job. It is not worth the risk to your

project or our name.

From your side of the fence, you may not see every meeting, training, and mentoring

moment. You will not see every conversation about goals and discipline. But you will

feel it.

You will feel it when people arrive prepared. You will feel it when they walk you

through what they are doing instead of brushing you off. You will feel it when they

clean up at the end of the day instead of leaving you with a mess. You will feel it when

they own mistakes and fix them instead of hiding them.

You are not just hiring hands. You are hiring a culture.



Our culture is this: show up, be honest, work hard, care about the details, respect the

homeowner, and grow as a person while you build something real.

That is the crew we are bringing into your home.
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Chapter 15 - When Expectations
Don’t Match Reality

One of the hardest parts of my job is not swinging a hammer or solving a technical

problem. It is having the conversation where I have to tell a homeowner, “I have done

everything I can, and what you are asking for is not possible on this project.”

Most people do not realize how often expectations and reality get out of alignment in

construction. It does not mean anyone is a bad person. It usually means there is a gap

between what someone has in their head and what the house, the budget, or the laws

of physics will actually allow.

My philosophy is simple: I will go to the ends of the earth to try to make your vision

work. But I will not lie to you to win a job, and I will not pretend something is possible

when it is not.

When a homeowner brings me an idea, my default answer is not “no.” My default is,

“Let me see how we could make that work.”

If you want a bigger opening, I start thinking through beam sizes, load paths, and

engineering. If you want a different layout, I start thinking through plumbing runs,

electrical pathways, and how we can move walls without ruining structure. If you want

a specific material or custom detail, I start reaching out to suppliers and trades to see

what it would actually cost and how it would perform.

I look for alternate products, different configurations, and creative sequencing. I will

call in engineers, ask vendors for options, and lean on my network of experienced

trades to get ideas. I do not quit just because something is not easy.

But there is a difference between “hard” and “impossible.”



Hard means it will take more time, more money, more coordination. If you understand

that and want to move forward anyway, and we can do it safely and legally, I will help

you get there.

Impossible means one of three things:

1. The structure will not support it without an unrealistic level of reconstruction.

2. The code will not allow it, and there is no legitimate path to approval.

3. The budget and scope are so misaligned that doing it would put you or me in a bad

position.

For example, if you want to remove a load-bearing wall completely, but the span is too

long for any beam that makes sense for the space or the budget, I have to tell you

where that line is.

If you want a bathroom crammed into a space that cannot meet minimum code for

ceiling height, clearances, or venting, I am not going to take that on just to get a

check.

If you want three times the work your budget can logically support and are hoping we

can “just figure it out as we go,” that is not a plan. That is a slow motion train wreck.

I am not in the business of creating ticking time bombs.

When we hit that edge – when I know, as a professional, that what you are asking for

crosses into unsafe, illegal, or financially reckless territory – I will tell you plainly: “I

cannot do that in good conscience.”

That is not me being stubborn. That is me protecting you from future pain and

protecting my name.



I take my reputation seriously. I have spent my whole life building it. I am not going to

throw that away by slapping my sticker on something I know is wrong just because

someone waves money at me.

From the homeowner’s side, this can be frustrating. You may have seen a photo

online or a feature on a TV show and fallen in love with it. You may not understand

why you cannot just have the same thing. It is my job to explain the why.

When I tell you no, I am not shutting down your dream. I am closing the door on the

version of it that will hurt you, and I am going to work with you to find a version that will

actually work.

Maybe that means reducing the span of an opening but still creating a much more

open feel. Maybe it means adjusting the layout to gain 90% of what you want without

destroying the structure. Maybe it means phasing work over time so the budget is real

instead of fantasy.

In those moments, respect matters.

If you try to argue with the laws of physics or the building code, we are going to have a

problem. If you decide you “know a guy” who will do it cheaper by ignoring those rules,

that is your choice – but it will not be with my name on it.

I will always give you my best effort first. I will get creative. I will do the homework. I

will bring solutions, not just roadblocks. But when I tell you that something cannot or

should not be done, I expect that to be taken seriously.

The healthiest projects are the ones where both sides understand their lane.

Your lane as the homeowner is to bring your vision, your priorities, your budget, and

your preferences. My lane as the builder is to tell you what is structurally possible,

code compliant, and financially realistic. When those lanes are respected, we can



build something beautiful together.

If you are working with a contractor who never says no, be careful. Either they are not

telling you the truth, or they have not thought things through.

You do not want someone who will say yes to everything. You want someone who will

say yes to everything they can safely deliver – and will say no, clearly and confidently,

when the ask crosses the line.

That “no” is not rejection. It is protection.
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Chapter 16 - Renovation as a Team
Sport

Renovation is not a solo act. It is not the hero contractor swooping in to save the day

while everyone else stands around. It is a team sport.

If you try to run it any other way, it falls apart.

On every project, there are three main teams involved:

- The homeowner and their family.

- The contractor and their crew.

- The extended group of trades, suppliers, inspectors, and sometimes designers or

engineers.

When those three groups treat each other as opponents, the project feels like a battle.

When they treat each other as teammates, the same work feels completely different.

From the homeowner side, the temptation is to see everyone as a vendor. You are

paying, so everyone should jump when you say jump. But if you treat your contractor

like a servant, your trades like disposable labor, and your inspector like an enemy, you

are going to have a miserable time.

From the contractor side, the temptation is to see the homeowner as an obstacle. "If

they would just get out of the way and stop asking questions, this would be easy."

That attitude shows up in body language, tone, and effort. The job might get done, but

no one feels good about it.



The reality is, you need each other.

The homeowner brings the vision, the funding, and the long term relationship with the

property. The contractor brings the systems, the skills, the connections, and the

responsibility to lead. The trades bring specialized expertise that no one else has. The

inspector and officials bring the authority to approve what gets buried and signed off.

When everyone leans into their role and respects the others, projects move smoother,

faster, and with less drama.

Here is what team sport looks like in practice.

The homeowner:

- Shares their goals, budget, and concerns honestly up front.

- Commits to making decisions in a timely way.

- Follows the communication channels agreed on (Project Manager, office, etc.).

- Treats the crew with respect on site.

- Understands that changes and surprises require calm conversations, not explosions.

The contractor:

- Sets clear expectations at the beginning - scope, schedule, communication, and

money.

- Tells the truth when things change instead of hiding bad news.



- Protects the trades by organizing the job well, not wasting their time, and paying

them fairly.

- Protects the homeowner by refusing to do unsafe or illegal work and by documenting

changes.

- Owns mistakes and fixes them instead of blaming everyone else.

The trades and suppliers:

- Show up when they say they will as much as reality allows.

- Do the work to the standard agreed on, not the bare minimum.

- Communicate if something will not work as planned or if materials are delayed.

- Respect that they are in someone’s home, not just a jobsite.

When all of that is happening, you can feel the difference.

You see framers helping the electrician move something so he can work. You see the

plumber cleaning up after themselves. You see the homeowner bringing out water or

coffee occasionally, not because they have to, but because they appreciate the effort.

You see the Project Manager walking the job, answering questions, and keeping

everyone aligned.

The opposite picture is ugly.

Trades stepping on each other’s work, homeowners yelling at whoever happens to be

closest, inspectors being treated like the enemy, phone calls dodged, texts ignored,

and everyone trying to cover their own backside while the project bleeds time and



money.

I have been on both kinds of jobs in my life. I know which one I am willing to put my

name on.

At Carter Family, we make it very clear that we play on the same team as our

homeowners.

We do not come in with an attitude. We come in with a plan.

We explain how decisions will get made, who to talk to, and what to expect. We treat

your neighbors with respect. We talk to inspectors like human beings, not enemies.

We coordinate with the city instead of trying to sneak things past them. We build

relationships with our trades so they want to show up for us and by extension, for you.

Do we still have tough days? Absolutely. Do we still have arguments and

miscommunications sometimes? Of course. Any time you put people, stress, money,

and houses together, there will be tension.

But the difference is in how you recover.

Teams that see themselves as allies bounce back faster. They assume good intent,

talk it out, adjust, and move forward. Teams that see themselves as adversaries spiral

into blame and stall out.

If you are a homeowner, one of the most powerful things you can do is adopt the team

mindset from day one. Ask your contractor, "What can I do to be a good teammate in

this process?"

Listen to their answer. Maybe it is making decisions by certain dates. Maybe it is

keeping pets or kids out of specific areas. Maybe it is consolidating questions into a

single daily check-in instead of interrupting all day.



If you are a contractor or a trade, ask yourself, "Am I showing up like a teammate or

like a hired gun?"

A teammate thinks about how their work affects the next trade, the homeowner’s

stress level, and the overall schedule. They own their part of the shared goal: a

finished project everyone is proud of.

Renovation will never be stress-free in the sense of "no pressure." But it can

absolutely be stress-managed when everyone is rowing in the same direction.

You do not have to like every moment. You do not have to agree on every detail. But if

you stay on the same side of the table, you give yourselves a much better shot at

finishing strong together.

Treat renovation like a team sport, and you will be amazed how many problems shrink

just because you stopped trying to win against each other and started trying to win

together.
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Chapter 17 - How I Reassure Clients
When Things Go Wrong

When something goes wrong on a project, homeowners do not need a speech. They

need a hand on the wheel.

In construction, the question is not if something will go sideways - it is when, how

serious, and how you respond. There will be delayed materials, damaged deliveries,

hidden problems, and moments where the plan has to change. My job is not to

pretend those things will never happen. My job is to lead calmly when they do.

The first thing I give people in those moments is clarity.

Confusion is where panic grows. If a client sees a problem - a leak, a crack, a failed

inspection, a broken tub - and no one can tell them what is happening, their mind fills

in the blanks with the worst possible story.

So I start by laying out a simple, specific path forward. I tell them what happened,

what it means, and what we are going to do next. Not in vague terms, not in riddles,

but in plain language.

"Here is what we found. Here is why it matters. Here are your options. Here is what I

recommend."

Even before we swing a hammer to fix it, that structure pulls stress down. People can

handle problems if they feel like someone is actually steering the ship.

The second thing I look for is a silver lining.

I am not talking about sugarcoating real issues. I am talking about asking, "Is there

any way this adjustment can make the project better?" Sometimes that looks like



using the opportunity to upgrade a part that was borderline anyway. Sometimes it

means adjusting the layout slightly and ending up with a better flow. Sometimes it is

as simple as being able to reroute something in a way that cleans up a detail that

bothered me from the beginning.

I do not make fake positives. But I do look for ways to turn a bad surprise into a

smarter outcome.

The third way I reassure clients is by sharing the load when it makes sense.

There are times when something happens that is not their fault and is not my direct

fault either - a supply chain issue, a damaged product in shipping, a manufacturer

defect.

In those situations, if I can step in and help with cost or logistics without putting the

project at risk, I will.

Maybe that means pass-through pricing on a replacement instead of full markup.

Maybe it means I pay for expedited shipping to keep the schedule intact. Maybe it

means I include a small upgrade that makes them feel taken care of.

I am not saying yes to every financial hit. We would not be in business very long if I

did. But there are moments where a gesture from me takes the edge off a tough

situation and reminds the homeowner that we are on their side.

We also build a contingency into our contracts from day one so that surprise work has

a clean place to land. That alone reassures people. They know there is a cushion for

"the unknown" instead of feeling like every issue is pushing them off a cliff.

Finally, we close the loop with follow-through.

Reassurance is not just what you say. It is what you do next.



If I tell a homeowner I am going to take care of something, I move fast. If I say I am

going to meet them onsite to walk through an issue, I show up. If I say I am going to

call them with an update by a certain time, they hear from me - even if the update is,

"We are still waiting on an answer, but here is where we are."

Silence is gasoline on anxiety.

When homeowners see that we say what we mean, and then we actually do it, their

trust grows even in the middle of problems.

Here is the mindset I carry and try to pass on to my clients:

Problems are not proof that the project is failing. They are proof that the project is real.

If we expect things to go perfectly, we are going to be disappointed. If we expect

challenges and agree up front to handle them like adults, the stress drops

dramatically.

So when something goes wrong, I look them in the eye and let them know three

things: we see it, we have a plan, and we are still with you.

That is how you reassure people without making fake promises. You give them the

truth, a path, and your presence.

If you are a homeowner working with any contractor, you have every right to expect

the same:

- Clear explanation of the issue.

- Options and recommendations.



- Written documentation of costs and changes.

- Real follow-through on what is agreed.

That is what leadership looks like in construction. Not pretending nothing ever breaks,

but proving that when it does, you will not abandon the people who trusted you.

Edited with GPT — Carter Family Publishing Edition



Chapter 18 - My Mindset Under
Pressure

Everyone sees the highlight reel. The finished photos. The clean floors. The smiling

clients. What they do not see are the moments where everything feels like it is on fire

and everyone is looking at you for answers.

In construction, pressure is baked into the job. There are deadlines, budgets,

personalities, weather, inspectors, suppliers, and a thousand things that can shift in a

day. If you do not learn how to manage your own mind under that pressure, the job

will eat you alive.

I did not grow up with a safety net. I was emancipated at fifteen. I became a dad at

sixteen. I learned early that no one was coming to rescue me. That reality hardened

something in me, but it also gave me a gift: the understanding that staying calm is not

optional. It is survival.

When pressure hits, here is what I actually do.

First, I slow my breathing.

That might sound too simple to matter, but it is not. When stress spikes, your body

dumps adrenaline and your brain starts racing. If you charge into decisions from that

state, you will overreact, snap at people, or commit to things you cannot deliver.

I have learned to take a minute, step away if I need to, and breathe. Four seconds in,

hold, six seconds out. Do that for a few cycles and your heart rate drops. Your thinking

clears. You start seeing options again instead of only seeing threats.

Second, I grab a pen.



I write. I have burned through more notebooks than I can count. When there is a

complex problem - a job that is off track, a budget squeeze, a crew issue, a vendor

failure - I do not just carry it around in my head. I get it onto paper.

I make two columns: facts and moves.

On the left side, I write the facts: what actually happened, what we know for sure,

what the constraints are. No emotions, no blame, just reality.

On the right side, I write possible moves: calls I can make, people I can deploy,

options I can explore, scripts I can use with the client. I am not trying to solve

everything in my head. I am building a playbook on paper.

By the time I have a page or two filled, the monster is usually smaller. The situation

did not change, but my relationship to it did. I am no longer just reacting to chaos. I am

planning my attack.

Third, I lean on routines.

Every morning, before the texts and calls start flying, I get quiet. Call it meditation,

prayer, or just sitting with your thoughts - the label does not matter. What matters is

that I am not waking up and immediately letting the world set my mind for me.

I listen to people who have been through their own wars - business leaders, speakers,

authors - and I let their experiences remind me that I am not the first person to face

heavy weight. That keeps me from feeling alone. It reminds me that other people have

pushed through worse and come out the other side.

I also revisit my own history.

There have been times where I lost everything. Times I had to call people and admit

failure. Times I was embarrassed, broke, and unsure how I was going to rebuild.



When current stress feels like too much, I think about those moments.

If I survived that, I can survive this.

That perspective shrinks today's problems. It does not make them disappear, but it

takes away their power to convince me that "this is the end." It is not. It is just another

round in a long fight.

Fourth, I tell the truth - to myself and to others.

If I mess up, I own it. If we are behind, I admit it. If I do not know the answer yet, I say

so and then go find it. Hiding from reality does not reduce pressure. It compounds it.

Secrets are heavy. Honesty is lighter, even when it is hard.

I would rather have one brutally honest conversation than drag out a lie for six

months.

Finally, I move.

There is a point where you have to stop thinking about the problem and start doing

something about it. Once I have calmed my mind, written things down, and told the

truth about where we are, I pick the best move available and execute.

Make the call. Walk the job. Have the meeting. Order the material. Reassign the crew.

Reset the schedule. Whatever the move is, take it.

Action breaks paralysis.

Here is what I do not do under pressure:

- I do not unload my stress on my team or my clients.



- I do not make big promises in the heat of the moment just to feel better.

- I do not pretend everything is fine when it is not.

- I do not let my worst thoughts set the narrative.

Do I get rattled? Of course. I am human. But I do not live there. I visit, catch my

breath, and then get back to work.

If you are a homeowner going through a renovation, you will feel pressure too. Things

will happen that you did not plan on. You will be tempted to spiral, lash out, or

catastrophize.

You do not have to pretend you are okay when you are not. But you also do not have

to lose yourself.

Take a breath. Write down what is actually happening. Ask your contractor for a clear

plan instead of assuming the worst. Remember that this season is temporary. You will

not be living in a construction zone forever.

And if you are a contractor, crew leader, or business owner reading this, hear me

clearly: your ability to handle pressure is part of your job description. People are

watching you. Your team is taking their cues from you. Your clients are reading your

face even when you are not saying anything.

You do not have to be a robot. But you do have to be an anchor.

You chose a hard road on purpose. You are built for this. Do the work on your own

mind so that when the stress hits - and it will - you can keep leading instead of

collapsing.



Pressure will always be there. Panic does not have to be.
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Chapter 19 - The Perfect Job (What
Success Really Looks Like)

People ask me all the time, “What does a perfect job look like to you?” A lot of folks

expect me to say something about profit margins or schedules - a job with no

mistakes, no delays, and a clean inspection on the first try.

But that is not how I define it.

To me, a perfect job is one where, at the end, the homeowner and I are still friends.

Where we are exchanging Christmas cards years later. Where I can drive by that

house, smile, and know that everybody involved feels good about what we built

together.

Money matters. Schedule matters. Quality absolutely matters. But if we hit all of those

and destroy the relationship in the process, that is not success to me. That is a hollow

win.

A perfect job has a few key ingredients.

First, there is mutual respect from start to finish.

The homeowner treats my crew like the professionals they are - not as “the help,” but

as craftsmen. They say good morning. They do not bark orders at whoever is closest.

They bring questions to the Project Manager or to me instead of putting pressure on

guys who are trying to work. They understand that everyone on site is there to help

them, not fight them.

On our side, we treat the homeowner as a partner, not a problem. We show up on

time. We communicate changes. We protect their property. We own our mistakes. We

do not act like they are stupid for asking questions or for caring about the details.



In a perfect job, we are pulling in the same direction, even when we disagree.

Second, the project hits its targets in a way that feels honest.

That does not mean there are no surprises or adjustments – this is construction. But it

does mean the homeowner understands what they paid, what they got, and how we

arrived at the final number.

We started with a realistic budget. We documented changes. We used contingency

when we needed it. We did not play games with allowances or hide costs and then

drop a bomb at the end. When the final invoice comes, it lines up with the story we

have been telling the whole way through.

Third, the home ends up with real value.

I am not interested in being the guy who cashes a check and leaves someone with a

project that did not move their life forward. In a perfect job, the homeowner walks

away with more than a pretty space. They walk away with real equity and usable

improvement.

If we did our job right, they gained:

- A better layout that supports how they actually live.

- Systems and structure that will last.

- Finishes that feel good every day and impress future buyers.

- In many cases, a substantial net gain in property value.



I like to think in terms of return. If you pay me $100,000, my goal is that you get

$200,000 in value when you look at equity, function, and long-term enjoyment. Maybe

that shows up in an appraised value. Maybe it shows up in a faster sale. Maybe it

shows up in the fact that you no longer hate being in your own kitchen.

A perfect job is one where you feel like you invested, not just spent.

Fourth, there is a sense of pride on both sides.

The crew is proud enough of the work that they point it out to each other. “Hey, look at

that detail. That turned out nice.” They want to take pictures. They want to tell future

clients, “We did that.”

The homeowner is proud enough that they want to show people. They invite friends

over. They talk about the process honestly, including the rough parts, but the overall

tone is gratitude, not regret.

Lastly, there is ongoing relationship, not just a transaction.

When the job is done, we are still reachable. If something small settles, moves, or

needs adjustment, we come back and take care of it. If you have a question six

months later about maintenance or the next phase, you feel comfortable calling. We

are still part of the story of your home, not just a company that blew through and

disappeared.

I measure a perfect job by how it feels six months or a year later.

Are we still on good terms? Did the work hold up? Does the homeowner feel smarter

and stronger for having gone through the project, or do they feel burned and hesitant

to ever try again?

If I am getting Christmas cards from you, that tells me we got it right.



The perfect job is not perfect because nothing went wrong. It is perfect because we

handled what did go wrong with honesty, respect, and skill – and we built something

that made both of our lives better.

That is success to me.
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Chapter 20 - The Emotional Roller
Coaster (And Why It’s Worth It)

If you have never been through a major renovation before, let me save you some

shock: you are going to ride an emotional roller coaster. It is not a straight line. It is not

a flat walkway. It is a climb, a drop, a few sharp turns, and then a long glide out.

I have watched hundreds of families go through this process over the years. I can

almost set my watch by the emotional beats.

At the beginning, people are excited. In the middle, they are freaking out. At the end,

they are pumped and a little embarrassed they ever doubted it.

If you understand that pattern going in, it will not surprise you when it shows up.

Let’s walk through it.

The first phase is the "dream and design" high.

This is where you are picking colors, looking at 3D renderings, imagining holidays in

the new space, picturing your parents in the ADU, or visualizing yourself stepping into

that new shower every morning. You are seeing possibilities. You are not living in dust

yet. The money is mostly numbers on paper. You are energized.

This phase matters. It is where we stretch your vision, refine it, and line it up with

reality. It is also where you start to understand the value of what you are building – the

equity you are creating, the income you can generate, the way your daily life is going

to change.

Then comes the demolition and rough-in phase – what I call the "what have we

done?" dip.



This is where things get real. Walls come down. Floors get opened up. The house

feels torn apart. The ADU in the backyard looks like a box frame and mud. The

comfort of your old normal is gone, but the new normal is not here yet.

This is the part where most people have at least one moment of panic.

You will think:

"What if we made a mistake?"

"This is a mess."

"Are we ever going to get our house back?"

"Why did we spend this much money?"

That reaction is normal. Nothing is wrong with you. You are watching your

environment change faster than your emotions can keep up. Your brain is wired to see

disruption as danger. Your house looks like a construction site because it is one.

Here is where leadership and orientation matter.

If I have done my job on the front end – if I told you, "You are signing up for a stressful

process, but we are going to guide you through it" – then when that dip hits, you

remember, "Oh yeah, this is the part he talked about."

Instead of thinking "the sky is falling," you think, "This is the messy middle. The bones

are being exposed so the new life can be built."

This is also where understanding the financial harvest keeps you anchored.



If you are just thinking, "I spent X dollars," you will feel sick. If you are thinking, "We

are building $300,000 in equity and a $1,500–$1,800/month income stream in our

backyard," the dust feels different.

You are not just ripping things out. You are trading temporary discomfort for long-term

gain.

Once framing, rough plumbing, and electrical are done and inspections are passed,

things start to climb again.

You begin to see the shape of your new space. The ADU has walls, windows, a roof.

The new kitchen island is framed. The shower is built to the right size. It still looks raw,

but your imagination has more to grab onto.

Then finishes start to land: drywall, texture, paint, cabinets, tile, flooring, trim, fixtures,

lights. The job shifts from "demo and rough" to "putting it back together."

This is the "oh, I can see it now" phase.

Excitement comes back. You walk the rooms and start smiling again. You might still

be stepping around tools and cardboard, but you can feel the finish line.

Then one day, it is done.

The paper comes off the floors. The stickers come off the windows. The last painter

leaves. The punch list is knocked out. The cleaners roll through. You walk into your

new kitchen, your new bathroom, your new ADU, and it hits you all at once.

This is my life now.



That feeling – that moment where you stand in the space and it actually exists the way

it lived in your head – is why I love this work. The stress, the decisions, the dust, the

checks you wrote – they all compress into a single thought:

"I am so glad we did this."

And here is where the last beat of the emotional roller coaster shows up: you feel a

little silly about how much you panicked in the middle.

You look back at the freak-out moments – the sleepless night after demo, the email

you almost sent when you were overwhelmed, the argument you had with your

spouse at week six – and realize you were never actually in danger. You were just in

the tunnel on the way to a better place.

If you expected the middle to be calm, it felt like failure. If you expected the middle to

be bumpy, it feels like part of the deal.

That is why I like to show people not just the finished photos, but the in-between

photos – the studs, the trenches, the concrete pours, the temporary chaos. It reminds

you that every beautiful project you see online had a messy middle.

Now let’s talk about why this emotional ride is worth it in hard numbers.

We are not just doing this for fun. A well-planned renovation or ADU is one of the most

powerful financial plays an ordinary family can make.

If we build an ADU in your backyard for, say, $175,000, and it appraises at $325,000

when it is done, you just created $150,000 in equity. If you rent it for $1,700 a month,

that is over $20,000 a year in income. Stretch that over 30 years and you are north of

$600,000 in rent alone – and that is before you account for rent increases and

property appreciation.



Now imagine pairing that with improvements to your main home that bump its value

another $100,000 or more – a new primary suite, a real kitchen, a finished lower level,

or a legitimate outdoor living space.

You are not just surviving a stressful project. You are **changing your financial

trajectory**.

Does that mean the journey is easy? No. It means it is meaningful.

If you are going to ride the roller coaster anyway, you might as well make sure it drops

you off somewhere better than where you started.

So when you hit that middle stretch – when the house is ripped open, the ADU is just

a shell, and you are wondering if you have lost your mind – remember the arc:

- Excited at the start.

- Stressed in the middle.

- Grateful at the end.

If you can hold that in your head, and if you have a contractor who is honest about the

process and committed to your long-term win, you will not just get through it. You will

look back and say, “That was one of the best decisions we ever made.”

The ride is real. The harvest is, too.
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Chapter 21 - Why I Started Carter
Family

I did not start Carter Family because life was easy. I started it because life was hard,

and I needed something to believe in.

I did not grow up with a cushion. I grew up with love, but not much else. There were

nights the power was shut off. There were days my shoes had holes in them. My dad

died on the job when I was six. Years later, I held my mom's hand as she took her last

breath. Those are not the kind of moments you walk away from the same person.

They either break you or they forge you.

For a long time, I lived in survival mode. At fifteen, I was legally emancipated. At

sixteen, I was a dad. While other kids were talking about prom and football games, I

was trying to figure out how to keep a roof over my head and food on the table. I

learned fast that no one was coming to save me. If anything was going to change, it

was going to be because I did the work.

I did not have a fancy degree or a trust fund to fall back on. What I had were my

hands, my will, and a stubborn streak a mile wide. Construction was the one world

that made sense to me. You work, you sweat, you bleed a little, and at the end of the

day you can point to something that did not exist before and say, "I built that."

I started as a tile setter. Long days on my knees, hauling boxes, cutting pieces,

learning how to make things straight, square, and beautiful. From there I chased every

trade I could get my hands on: framing, concrete, roofing, siding, plumbing, electrical,

finish work. I wanted to understand the whole house, not just one slice of it.

By the time I was in my late teens and early twenties, I had already started a small

construction business. It was rough, like most first attempts are. I made every mistake

you can make: underbidding jobs, trusting the wrong people, saying yes to work I

should have turned down, working myself to exhaustion. But I never stopped.



Somewhere in the middle of that grind, I reconnected with my grandfather, Cheryl

Henry Carter. He was an old-school man - the kind who shook your hand like he

meant it and believed your word was your bond. Being around him gave me a sense

of roots I had not felt in a long time.

When I decided to start the company that would become what we are today, I knew I

wanted to honor that name. I did not want a generic "XYZ Construction." I wanted to

build something that carried weight. Something that said, "This is a family that stands

for something."

So in 2016, I put his name on the door and called it Carter Family.

But the name was only the start. I had to decide what this company was going to

actually stand for.

I knew what I did not want. I had seen too many contractors cut corners, lie to clients,

take deposits and disappear, treat their crews like trash, or chase fast money at the

expense of quality and integrity. I was not going to be another one of those stories.

I wanted to build a company that did three things:

1. Built good, solid work that would outlive us.

2. Created real opportunity for the people who worked in it.

3. Gave regular families a path to real stability through their homes.

I have always had big ambitions. Even when I was broke, I dreamed big. But for me,

ambition has never been about toys or status. It has been about impact. About

changing the trajectory of my own life and then helping other people change theirs.



That is why, from the very beginning, I treated Carter Family like more than a job. I

treated it like a vehicle for hope.

When we made money, I did not run out and buy flash. I poured it back into the

business: better tools, better trucks, better facilities, better systems, better people.

There were years where I paid everyone else before I paid myself. There were

seasons where I lived lean because I believed in what we were building more than I

believed in my own comfort.

It was not glamorous. It was not always fun. There were nights I lay awake wondering

if I had made a mistake, if I was in over my head, if I should quit and go do something

safer.

But every time I walked a job we had finished and saw the look on a homeowner's

face, or watched a crew member take pride in something they had never done before,

or saw a guy on my team get his first real truck or his first house because of the work

we were doing, it reminded me why it mattered.

Slowly, the compound effect kicked in.

One job led to another. One referral turned into three. The systems got better. The

crew got stronger. Our name in the community started to mean something. We were

not just "a contractor." We were the people you called when you wanted it done right

and you wanted to be treated right.

Year by year, project by project, Carter Family grew from an idea to a real company.

Today, we are a multi-million-dollar business. We have crews in the field, an office

team, equipment, a shop, and a long list of projects we are proud of.

But here is what I am most proud of: we did it without selling out who we are.



We still tell the truth, even when it costs us a job. We still say no to work that is

unsafe, illegal, or out of alignment with our values. We still treat our crews like human

beings, not numbers. We still talk to homeowners like partners, not checks.

Why did I start Carter Family? Because I wanted to turn a life that started in pain into a

story of purpose.

I wanted to prove that a poor kid who lost his parents, who was on his own at fifteen

and a dad at sixteen, could build something real, something honorable, something

that changes lives.

And now, with ADUs and thoughtful renovations, we are doing exactly that. We are

helping families create equity, cash flow, and spaces that support their lives. We are

giving young guys a place to learn, grow, and feed their families. We are building

things that will stand long after we are gone.

This company is not perfect. Neither am I. But it is honest. It is battle-tested. It is built

on something deeper than profit.

Carter Family exists because I refused to let my story end where it started.

If you take anything from this chapter, let it be this: you can start from almost nothing

and still build something that matters, if you are willing to suffer, learn, and stay in the

fight long enough.

That is what I did. That is what we are still doing. And that is what we bring to your

project when you invite us into your home.
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Chapter 22 - The Moment I Knew
This Was Bigger Than Business

There is a point in every builder’s life where the work stops being only about lumber,

tile, and invoices. For me, that moment did not happen on a huge custom job or a

record contract. It happened in a small, simple house, with someone who did not have

much to offer back.

It was a job I could have walked past. The kind of call a lot of contractors ignore

because “there’s no money in it.” A little old lady with limited means. A family dealing

with disability. A situation that, on paper, did not make financial sense.

But something in me would not let me shrug it off.

I went to her house. It was worn, tired, and patched together the way a lot of older

places are when people have done what they could with what they had. There were

soft spots in the floor. Doors that did not close right. A bathroom that did not work for

the way she had to move. Things that were not just inconvenient - they were

dangerous.

She did not have a big budget. She did not have a stack of cash waiting in the bank.

What she had was a real need and, if I am being honest, a look in her eyes that I

recognized: that mix of pride and desperation. The look of someone who has had to

be strong for too long and hates asking for help, but finally has to.

In that moment, I realized I was standing in a place I had been in my own life - except

this time I was on the other side. I was the one with the truck, the tools, the team, the

knowledge. I had something to offer.

So I made a decision: we were going to help her, and we were going to do it right.



We went in and fixed what needed to be fixed. We cut out the rot. We reframed what

was failing. We made the bathroom safe and functional so she could use it without

fear. We made sure doors closed, steps were solid, and transitions were smooth

enough for her to navigate. We did not throw gold-plated finishes at the problem. We

did the work that actually changed her daily life.

When it was done, she cried. Not because it was “fancy,” but because someone had

finally seen her and cared enough to act.

Standing there, listening to her say thank you through tears, I realized something

deep: to her, we were not just contractors. We were an answer to a prayer she had

probably prayed alone in that house, wondering if anyone would ever show up.

That moment changed the way I thought about what we do.

Up until then, I knew we were building cool projects and growing a business. I was

proud of that. But I started to see that the real power of this work was not just in the

big jobs - it was in the impact on individual lives.

Since then, I have had other moments like that. A family trying to modify a space for a

child with mobility issues. A couple who scraped everything they had together to make

a small place livable. People who just needed someone to come alongside them

instead of judging them.

I do not tell you this to make myself look like a hero. I tell you this because it is the

moment I realized that Carter Family could be more than a company that builds

things. It could be a vehicle for mercy and hope.

That realization changed how I make decisions.

It means that sometimes we take on jobs that do not maximize profit, but they

maximize purpose. It means that when we see a chance to help someone in a critical



spot, we at least stop and consider it instead of blowing past it. It means I remind my

team that the person living in the house matters more than the Instagram photo we

might get at the end.

It also keeps me grounded when the numbers get big.

When you start talking about million-dollar projects and multi-million-dollar revenue, it

is easy to get lost in the scale and forget the human side. Remembering that little

house and that little lady reminds me why we started this in the first place.

This business is my life’s work, but it is also my ministry.

I am a builder by trade, but at the core, I am in the hope business. I take broken,

unsafe, or underused spaces and, together with my team, we turn them into

something that serves people better. Sometimes that looks like a luxury ADU that

generates serious income. Sometimes it looks like a simple ramp, a safe bathroom, or

a solid floor for someone who thought they were forgotten.

The day I realized this was bigger than business was the day I saw how far a little

generosity and skill could go in a life that had been hard. It was the day I understood

that my tools, my truck, my crew, and my company could be used for more than my

own survival. They could be used to change somebody else’s story.

That is the day Carter Family became more than a way for me to make a living. It

became a way to give back what had been given to me: a second chance.

And that is the heart I bring into every project, big or small. Whether we are building a

six-figure ADU or fixing a small but dangerous problem in a house that no one else

wants to touch, I try to remember that there is always more going on than lumber and

contracts.

There is always a person, a story, and a chance to be part of their turning point.
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Chapter 23 - What “Because Family
Means More” Really Means

You see it on our trucks, our shirts, and our documents: “Because Family Means

More.” It is a short phrase, but for us it carries a lot of weight.

I did not pick those words because they sounded good in a marketing meeting. I

picked them because they describe the only way I know how to build a company, a

crew, and a life that I am not ashamed of.

Family, to me, is not just blood. It is the people you show up for and the people who

show up for you. It is the group you are willing to sacrifice for, tell the truth to, and

celebrate with. It is the people whose names you still say years later with respect.

That is what I want Carter Family to be - both on the inside and the outside.

On the inside, “Because Family Means More” starts with how we treat each other.

We do not run this company like a revolving door of bodies. We get to know our

people. We know their kids’ names. We celebrate when someone buys their first

home or pays off a truck. We talk honestly about struggles - addiction, divorce,

money, stress - because pretending those things do not exist is a lie.

We call out the best in each other, especially in front of the people who matter most. I

am a big believer that it is powerful to praise a man in front of his family. When his kids

see him being admired for his work ethic, his skills, and his growth, it changes how he

sees himself.

We also hold each other accountable. Family does not mean anything goes. It means

we care enough to say, “That is not who you are,” when someone is slipping. It means

we do not look the other way when something is wrong just because the person is



“one of us.”

Our expectation is that we lift one another up, not tear each other down.

On the job site, “Because Family Means More” shows up in little things that are not so

little.

It shows up in how we speak on your property. We do not trash talk you behind your

back. We do not use language that makes your home feel like a locker room. We

remember that you have kids, grandparents, neighbors, and pets in earshot.

It shows up in how we leave the site each day. We clean up. We stack materials. We

do not leave dangerous messes in walkways. We respect the fact that, even during

construction, you are still living there.

It shows up in how we talk to you. We explain instead of dismiss. We listen instead of

steamroll. We say “we” a lot more than we say “you” when things get hard, because

we see ourselves on the same side of the table.

On the outside, “Because Family Means More” describes how we view our clients.

If we are doing this right, you do not feel like a transaction. You feel like you have

been invited into the circle.

As we go through a project, we get to know you - your schedule, your stress points,

your non-negotiables, your humor. We see your life up close. The kids coming and

going. The pets we step around. The family pictures on the wall.

If we were just there to collect a check, we would ignore all of that. But family means

we care about it.



We think about how to keep your routines as normal as possible. We plan phases so

you still have a place to cook, sleep, or shower whenever we can. We talk through

how noise and access will work so you are not surprised.

We also celebrate with you. When the project is done, we do not just toss you the

keys and disappear. We walk it with you. We take pictures. We say thank you. We

leave on good terms whenever humanly possible.

Many of our clients stay in touch. They send messages years later with updates: a kid

who grew up in a room we remodeled, an ADU that helped pay off a mortgage, a

family member we built space for who got to stay close instead of being put in a

facility. Those are the stories that confirm “family” is not just a word we printed on a

brochure.

“Because Family Means More” also shapes the kind of decisions we make as a

company.

It means we turn down jobs that we know will put abusive pressure on our team. It

means we pass on opportunities that would make money but violate our values. It

means we pick partners - trades, vendors, and clients - who understand mutual

respect.

Family does not always mean easy. Anyone who has lived real life knows that. There

are arguments, miscommunications, and days where people disappoint you. We do

not pretend otherwise.

What it does mean is that we stay committed to doing the right thing.

If we mess something up, we fix it. If someone on our team behaves out of line, we

correct it. If a client is truly in a bind, we look for ways to help instead of saying, "Not

our problem."



To be clear, we are still a business. We have to make money to survive, to provide for

our people, and to keep serving families with our work. “Because Family Means More”

does not mean we are a charity. It means we remember, in every decision, that

people come first and profit comes second.

When you see that phrase on our equipment or in this book, I want you to know what it

really stands for:

- It stands for the guys in the field who are trying to build a better life for their families.

- It stands for the homeowners who trust us with their savings, their homes, and their

peace of mind.

- It stands for the generations coming after us who will live in the spaces we build and

either benefit from or suffer from the choices we make today.

Family means legacy.

We carry that seriously. And if you choose to work with us, we want you to feel like

your project and your story have been adopted into that family - not just stamped with

a job number.

Because at the end of the day, houses are just containers. It is the people inside them

that matter most.

That is what “Because Family Means More” really means.
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Chapter 24 - What I Want You to Do
Next

If you have made it this far in this book, I already know a few things about you. You

care about your home. You care about your family. You are willing to learn. You want

more than quick fixes and band-aids. You are thinking long term.

You are my kind of person.

Reading is step one. But books do not build equity by themselves. At some point, if

you want your life and your property to change, you have to move from learning into

action.

So if you are ready to take the next step, here is what I want you to do.

First, get clear on your numbers.

Not the fantasy number where everything is cheap and nothing goes wrong. The real

number you can put toward a project without blowing up your life.

Sit down - with your spouse, your partner, or whoever is tied to this with you - and

decide on a realistic investment range. Not just “we want to spend as little as

possible,” but “we are prepared to invest between X and Y if it moves our life and our

long-term position forward.”

Write that range down.

Second, define your outcomes.



Before you go hunting finishes or scrolling yourself into confusion, I want you to

answer three simple questions:

- How do we want this space to feel?

- How do we need this space to function?

- What are our top three non-negotiables?

Maybe the feel you want is calm, bright, and open. Maybe the function you need is a

safe, private place for a parent, a home office that actually works, or a kitchen that can

handle the way your family really cooks. Maybe your non-negotiables are things like a

walk-in shower, a real pantry, or a separate entrance for an ADU tenant.

If you can hand me those three things - feel, function, and non-negotiables - I can help

you design something that fits your life instead of just copying a picture from the

internet.

Third, gather a small set of inspiration, not a hoarder’s pile.

Pick three to five images per space that truly resonate with you. Not fifty random

screenshots. The goal is not to overwhelm yourself; it is to give us a clear direction.

Make a simple digital folder called “Renovation Vision” or “Our ADU.” Drop in a few

kitchens, a few bathrooms, a few exterior ideas, or whatever is relevant to your

project. We will look for patterns: colors you keep coming back to, layouts you love,

styles that feel like “you.”

Fourth, write down your questions and fears.

Be honest. What scares you about renovating? What are you unsure about? What do

you not understand yet? What have you heard from friends or family that has you



worried?

Put it all on paper. Money fears, timeline fears, horror-story fears, trust fears. Nothing

is off limits.

When we talk, I want to address those head-on. Not with fluff, but with real answers.

Finally, reach out.

If you are in Oregon or the Pacific Northwest and you are serious about exploring an

ADU, a major renovation, or a new build, I would be honored to talk with you.

You can call or text us at 458-221-0742.

You can visit our website at www.CarterFamilyConstruction.com.

You can email or message us through our contact page.

You can even send a letter to our shop if that is your style.

When you contact us, tell us three things up front:

1. Your name and where your property is.

2. A rough idea of what you are hoping to do (ADU, kitchen, addition, etc.).

3. Your ballpark budget range and your top three goals for the project.

From there, here is what you can expect from us:



- We will listen before we pitch.

- We will give you honest feedback about feasibility and value.

- We will not pressure you to sign on the spot.

- We will treat your project like a serious decision, not a quick sale.

If we are not the right fit for you, I will tell you that. If what you want to do does not

make sense financially or structurally, I will say so and offer alternatives. If it does

make sense, we will show you what it looks like to move forward step by step.

If you are not in our area, you can still use what you have learned in this book to vet

and guide your process locally. Take these chapters, turn them into questions, and

ask your contractors how they think about equity, value, communication, scheduling,

and crew culture. See how their answers feel compared to what you have read here.

Here is my challenge to you:

Do not let this just be a “good read.”

If this book lit something up in you - a vision for a better home, a safer space for

family, a new income stream, or a different way of thinking about your future - take at

least one concrete step in the next thirty days.

That might be:

- Calling us to schedule a consultation.

- Walking your property with fresh eyes and taking notes.



- Talking with your lender about financing options for an ADU.

- Cleaning out a space in your home to prepare for change.

- Sitting down with your family to talk honestly about your goals.

You do not have to have it all figured out. You just have to move.

I started with nothing but a beat-up truck, a few tools, and a decision that my story

was not going to end where it started. Every good thing that has come since started

with one uncomfortable step in the right direction.

If you are reading this, you already have more information than I had when I started.

You have a head start.

Now it is your turn.

If you are ready, reach out.

Let’s see what we can build together.



Edited with GPT — Carter Family Publishing Edition



Chapter 25 - The Transformation I
Hope You Experience

If I could pick one transformation for every homeowner who reads this book, it would

not just be about your kitchen, your bathroom, or your backyard. It would be about the

way you see your home, your money, and the people who build for you.

Most of us have been trained to think like consumers. We chase deals, count dollars

in the moment, and judge everything on price. We get three bids and instinctively drift

toward the cheapest one, even if something in our gut is screaming that it does not

feel right.

I understand that instinct. I grew up broke. I know what it is like to count every dollar

twice. I know what it is like to wonder if you are going to make it. Wanting to save

money is not wrong. But how you go about it matters.

If there is one shift I hope this book creates in you, it is this: I hope you start thinking

like a builder, not just a buyer.

Builders understand that the cheapest option up front is rarely the cheapest option

over the life of a project. They know that standard sizes save money without anyone

noticing, that simple, efficient design beats complicated, fussy detailing, and that the

right person costs less in the long run than the wrong person at a discount.

I hope you start to see your home as more than a pile of boards and finishes. I hope

you begin to see it as an engine – something that can generate peace, stability,

income, and equity if you treat it right.

If you are going to invest in an ADU, a renovation, or a new build, I want you to see

the full picture:



- The instant equity you can create by adding usable, legal, well-built space.

- The cash flow that can come from a properly designed rental.

- The lifestyle upgrade that changes how you wake up, cook, gather, and rest.

- The legacy you are building for your kids and grandkids.

I also hope you rediscover respect for the craft and the craftsman.

We live in a time where a lot of hands-on work has been devalued. People will spend

thousands on a phone, a vacation, or a car they will trade in, but then turn around and

try to grind down the person who is literally building the structure they sleep under.

If this book has done its job, I hope you walk away with a deeper appreciation for what

it takes to build something real: the planning, the training, the risk, the physical wear

and tear, the responsibility to do it right so it does not fail on you in ten years.

I am not asking you to throw money around blindly. I am asking you to look a

craftsman in the eye and see a human being with a family, a story, and a skill that

deserves respect.

When you bring that respect to your project – and when it is matched by a contractor

and crew who respect you, your home, and your investment – the whole atmosphere

of the job changes. People work better when they know their work is valued. They

think harder. They care more. They catch details they could have walked past. They

go the extra step because they feel part of something, not just used by it.

Finally, I hope this process changes the way you see yourself.

You are not just “having work done.” You are leading a major project. You are making

strategic decisions. You are investing in your future. You are facing fears, having hard



conversations, and moving through discomfort to something better.

That is not small. That is growth.

If you have read this far, you are not like most people. Most people skim. They scroll.

They daydream and then talk themselves out of action. You are still here. That tells

me something about you.

You are capable of more than you think.

You can learn how your home works. You can make smart financial moves. You can

stand your ground kindly but firmly. You can say no to the wrong fit and yes to the

right one. You can go from “I do not know where to start” to “We built this, and it

changed our life.”

Here is the transformation I hope you experience:

- From fearful to informed.

- From passive to proactive.

- From price-obsessed to value-focused.

- From seeing craftsmen as expendable to seeing them as partners.

- From viewing your home as a burden to seeing it as a blessing and a tool.

If, at the end of all this, you walk into your new space – your ADU, your kitchen, your

bathroom, your deck – and you feel both peace and pride, then this was worth it.



Not because of me. Because you did the work. You made the choices. You took the

risk. You honored the craft. You bet on your future instead of just surviving the

present.

If this book has given you language, perspective, and courage, I am grateful. That was

the goal.

My hope is that you will not only enjoy the space you build, but that you will live

differently because of what you learned building it: more grateful, more confident,

more intentional, and more respectful of the people who help you shape your world.

And if we ever have the chance to work together, my commitment is simple: I will bring

that same mindset to your project. I will treat your home, your money, your time, and

your family with the weight they deserve.

Because at the end of the day, this is not just about square footage.

It is about the kind of life you are building inside those walls – for yourself, for your

kids, and for the generations that come after you.

If that changes, even a little, because of what you have read here, then this book did

its job.
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