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Mike Rigby, CEO of CMA 
‘Agency of the Year’ MRA 
Marketing, says many fabricators 
are selling commodity products to 
installers who find it increasingly 
difficult to compete. The market 
is moving against them. 

Early last year I got a call from a quality trade 
fabricator. The MD wanted an independent 
review of his business and help in reversing a 
decline in sales and margins.

The business started nearly thirty-five years ago, 
and until the last few years sales were strong and 
profitable. But recently larger fabricators selling 
the same system had targeted his customers. 
They undercut his prices until customers 
switched, or stayed for sharper prices. Some 
longstanding customers retired and it was 
getting harder to win new customers.

His systems company made supportive 
noises but couldn’t drop their prices - in 
fact they planned to raise them! They 
commissioned a consultant to analyse his 
business to help him become more efficient. 
And at that point he also contacted me. 

Over the years I must have visited hundreds 
of fabricators and it didn’t take long to see 
from the figures and the way the factory 
worked that there was some processes that 
could be tweaked to be more efficient. But 
every fabricator has room for improvement, 
and efficiency wasn’t his No. 1 problem.

His problem was, he was in the wrong place at 
the wrong time with the wrong products. And 
unless he fixed it quickly, his business would 
not recover. Many of his customers sold to 
homeowners who were just about managing 
and bought mostly white PVC-U windows 
because price was all important. Hundreds 
of fabricators have a similar problem. Twenty 
years ago they were perfectly positioned, but 
the market is changing rapidly. The mass 
market is contracting, and white windows 
– what most trade fabricators rely on for 
the bulk of their business - have become a 
commodity. Whether you’re fabricating a 
premium or budget system, white windows 
have become a low margin commodity, and 
unless you make at scale it’s hard to make 
money. And their installer customers are also 
struggling. They’re in the wrong place with 
the wrong products at the wrong time. Unless 
they shift into high margin growth markets 
with products their customers can sell at 
much better prices their prospects are poor. 

How your business is doing depends largely 
on where you sell and who you sell to. The 
market is polarising into a substantial, 
growing high-end market of the Haves and a 
shrinking mass market of the Have Nots. 

The Haves are growing in wealth and number. 
People are living longer and the population 

has grown fast in the last 15 years. There are 
nearly a million more over 65s owning their 
home outright than a decade ago, according 
to the Department for Communities and 
Local Government. They can afford to pay for 
comfort, security, colour and beautiful looks. 
Price is secondary. They move less often. They 
have the money and incentive to improve 
their home so it appreciates in value. They 
buy what they want, because they can afford 
it. They’re the bulk of the premium market. 

The Have Nots are generally younger, 
under-45 homeowners. Younger homeowners 
tend to have less disposable income, so price 
is primary. They move for jobs and growing 
families. They buy value and spend the 
minimum to sell their home. They like the 
best, but they can’t afford it. 

“DON’T FIND CUSTOMERS 
FOR YOUR PRODUCTS, 
FIND PRODUCTS FOR YOUR 
CUSTOMERS.” SETH GODIN 
Many people think marketing is about 
generating business: driving traffic to your 
website, growing social media followers and 
engagements, increasing coverage in the 
press, creating compelling ads, direct mail 
and digital campaigns that create leads and 
enquiries. And it is. 

But its main task is positioning the business 
for growth, putting it in the right place at the 
right time with the right products and service 
so it is effortlessly competitive. When business 
is hard it’s often a sign that your positioning 
needs fixing. If we look around we see some 
fabricators and installers can hardly pause 
for breath they’re doing so well. Others are 
finding it hard to sell the volumes they need 
and are not making enough from what they 
do sell. 

The market has some brilliant high-end 
products with extensive colour ranges 
available off the shelf so fabricators can make 
and installers can sell to the Haves at great 
margins. 

But there’s a well-known story of a frog in 
boiling water which reminds us that the clock 
is ticking, and the longer you leave it the 
harder it gets. 

If you drop a frog into boiling water, it senses 
danger and hops out. But put it in a pan of 
cold water and heat it and the frog doesn’t 
notice the gradual change in temperature 
until it’s incapable of getting out, and it dies. 

If you’d like help improving your 
business call Tom Rigby on 01453 
521621, follow @wehelp_you_grow 
or visit www.mra-marketing.com.
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"When business is hard it’s often a sign your positioning needs fixing. Some 
fabricators and installers can hardly pause for breath they’re doing so well. 
Others are finding it hard. Which camp you fall in depends on what you’re 
selling and who you’re selling to."


