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Executive Summary

CMF Doors is a full-service commercial door and hardware company based in St. Catharines, Ontario, strategically
located in the Niagara tourism corridor — a market with over 13,000 hotel rooms and zero confirmed hotel-specialist
door vendors. Led by Norm Schwenker (AHC, 40+ years experience), CMF offers a rare turnkey model spanning
consultation, specification writing, custom fabrication, installation, locksmith services, and AAADM-certified automatic
door inspections.

However, CMF has no confirmed hotel clients, a weak digital presence (SEO score 28/100), no sustainability
certifications, and a small team of approximately 10 employees. The company currently serves commercial properties
but has not yet penetrated the hospitality vertical — representing both a significant gap and a massive first-mover
opportunity.

The hotel door market is valued at $15.3B globally, with 754 new hotels and $12-15B in deferred CapEx entering the
pipeline in 2026. Niagara's tourism boom, brand conversion wave (1,497 projects), and tightening fire codes create an
ideal entry window for a full-service regional provider. CMF's competitive moat — the only Niagara-based firm with AHC
+ AAADM + in-house metal shop + locksmith under one roof — is precisely what hotel facilities directors need.

KEY STRENGTH CRITICAL WEAKNESS

Only Niagara provider offering true turnkey door
service: AHC-certified specification, in-house metal
fabrication, installation, locksmith, and AAADM
inspections — all under one roof with zero
subcontracting.

TOP OPPORTUNITY

Niagara Falls corridor has 13,000+ hotel rooms,
ongoing casino/resort expansion, and no established
hotel-specialist door vendor — creating a first-mover
advantage for a local full-service provider.
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Zero confirmed hotel clients or hospitality case
studies. Without a hotel reference portfolio, CMF
cannot credibly respond to chain-level RFPs or
demonstrate hospitality-specific experience.

PRIMARY THREAT

SPHfOntario Commercial Doors (50-100 employees,
34+ years, Ontario-wide coverage) could enter
Niagara hospitality at any time, leveraging their larger
sales force and established fire-rated door inventory.
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STRENGTHS
B e

Full-service turnkey model: consult = supply = install 2
maintain = inspect

AHC-certified president (Norm Schwenker, 40+ years,
DHI credential)

In-house metal shop for custom frame fabrication —
faster lead times

AAADM-certified inspector on staff for automatic door
safety compliance

In-house locksmith: master key systems, electronic
entry, access control

Broadest material range: wood, metal, aluminum,
stainless, fiberglass

Strategic Niagara location: 13,000+ hotel rooms within
service radius

OPPORTUNITIES

Niagara's 13,000+ hotel rooms with no dedicated hotel
door vendor

$12-15B deferred hotel CapEx/PIPs now requiring door
replacement

Brand conversion boom: 1,497 projects (up 18% YoY)
needing new doors

Post-COVID touchless entry demand — CMF already
sells these systems

Smart lock market growing 16% CAGR ($3.88 » $12.3B
by 2033)

Tightening NFPA 80 fire codes increasing demand for
compliant assemblies

754 new hotels opening in 2026 — each needs 300-500
doors
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WEAKNESSES
&

Zero confirmed hotel clients — no hospitality portfolio or
case studies

Weak digital presence: SEO 28/100, no blog, empty
portfolio page

Small team (~10 employees) limits capacity for large
multi-property projects

No sustainability certifications (no FSC, LEED, EcoVadis,
1SO 14001)

Service area limited to Niagara region — cannot serve
Ontario-wide chains

Mo LinkedIn company page; Instagram has only ~21
posts, ~150 followers

No hotel-specific spec sheets, fire-rating catalogs, or
acoustic STC data

THREATS
O External Risk

SPH/Ontario Commercial Doors: 50-100 employees,
Ontario-wide reach

Forest Bright (China): 10,000 doors/month,
Marriott/Hilton client list

Tariffftrade policy risks on imported door materials and
hardware

NFPA 80 code tightening could increase compliance
costs for small firms

Hotel chains consolidating vendors — prefer large
Ontario-wide suppliers

E-commerce door sellers (Lux Doors) offering
transparent pricing online

Lynden Door's dedicated hospitality division targeting
Canadian market
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< Strengths

Internal advantages driving competitive positioning in hotel door supply

1 Full-Service Turnkey Model

CMF handles the entire door lifecycle — AHC consultation, specification writing, supply, custom fabrication,
installation, locksmith services, and AAADM inspections. No competitor in Niagara offers all 7 under one roof. Hotels
avoid coordinating 3—4 separate contractors.

2  AHC-Certified President (40+ Years)

Norm Schwenker holds the DHI-certified AHC credential — the gold standard for architectural hardware
specification. This certification is required by many hotel brands for fire-rated door specification writing and gives
CMF instant credibility with facilities directors.

a2 In-House Metal Fabrication Shop

Custom steel and aluminum frames are fabricated on-site in St. Catharines, reducing lead times from 12-16 weeks
(national manufacturers) to potentially 4-6 weeks. Critical advantage for hotel renovations with tight construction
schedules.

a  AAADM-Certified Inspector On Staff

Austin, CMF's AAADM inspector, performs automatic door safety inspections per ANSI/BHMA A156.10. Hotels are
required to have annual inspections on all automatic/touchless entries. This creates recurring revenue and an
ongoing property relationship.

5  In-House Locksmith (Caleb)

Master key systems, electronic entry programming, restricted key management, and access control — all handled
internally. Hotels require complex key hierarchies (guest, staff, management, emergency) that most door vendors
outsource to third parties.

g  Broadest Material Range in Region

Wood, steel, aluminum, stainless steel, fiberglass composite — CMF supplies all door material types. Hotels need
different materials for different applications: fiberglass for pool areas, stainless for kitchens, wood for guest rooms,
steel for corridors.

7 Strategic Niagara Corridor Location
St. Catharines sits at the center of Ontario's largest tourism market — 13,000+ hotel rooms spanning Niagara Falls,

wine country, casinos (Fallsview, Niagara), and convention properties. No other full-service commercial door firm is
headquartered in the region.

PREPARED BY INNLEAD.AI BZB HOTEL SUPPLY INTELLIGENCE
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Weaknesses

Internal gaps requiring remediation for hotel procurement competitiveness

Zero Hotel Clients or Portfolio

No confirmed hotel projects means no case studies, no reference calls, and no photography for proposals. Hotel
procurement teams require vendor references from comparable properties — this is a non-negotiable gap for chain-
level RFPs.

Weak Digital Presence (SEO 28/100)

No meta descriptions on any page, no blog, empty portfolio and testimonials pages, zero top-10 search rankings.
Competitors like Ontario Commercial Doors outrank CMF on every relevant keyword. Hotels researching
"commercial door company Niagara" will not find CMF.

Small Team (~10 Employees)

Two project managers, one technician, one apprentice. Capacity-constrained for large hotel renovation projects
(300-500 doors per 100-room hotel). Cannot serve multiple simultaneous hotel projects without hiring or
subcontracting.

No Sustainability Certifications

No FSC, LEED, EcoVadis, or 1ISO 14001 certifications. Major hotel chains increasingly require sustainability
compliance from suppliers. Marriott (Science Based Targets) and Accor (Planet 21/EcoVadis mandatory) would
disqualify CMF at the screening stage.

Geographic Limitation to Niagara

Service area is confined to the Niagara region. Hotel chains with Ontario-wide portfolios (e.g., Marriott with 50+
Ontario properties) need vendors who can service Toronto, Ottawa, and London — not just the Falls corridor.

Minimal Social Media Presence

Instagram @cmfdoors has ~21 posts and ~150 followers. No Linkedin company page for B2B visibility. Facebook has
low activity. No thought leadership content on fire codes, hotel renovation trends, or door technology — missing the
digital channels where procurement teams research vendors,

No Hotel-Specific Marketing Collateral

No hospitality-focused spec sheets, no fire-rating comparison guides, no acoustic STC performance data sheets, no
hotel door package pricing. Current website and materials are generic commercial — not tailored to the specific
language and requirements of hotel procurement.

PREPARED BY INNLEAD.AI BZB HOTEL SUPPLY INTELLIGENCE
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A Opportunities

External market prospects for hotel door supply expansion and positioning

1 Niagara's 13,000+ Hotel Rooms — Unserved Market

No competitor in the Niagara region markets specifically to hotels for door and hardware services. CMF can
establish first-mover dominance by targeting Niagara Falls properties, wine country inns, casino resorts (Fallsview,
Niagara), and convention hotels with a hospitality-specific offering.

2  $12-15B Deferred Hotel CapEx Wave

Hotels deferred maintenance during COVID. That backlog is now $12-15B in pending PIPs and renovation projects.
Doors are a mandatory PIP item — every brand conversion and renovation requires fire-rated door assemblies, new
hardware, and ADA compliance upgrades.

5 Brand Conversion Boom (1,497 Projects)

Record brand conversion volume in 2026 (up 18% YoY). Each conversion from one chain to another requires
complete door and hardware replacement to meet new brand standards — fire ratings, acoustic specs, electronic
entry systems, and finish requirements.

a4  Post-COVID Touchless Entry Demand

Touchless/contactless entry is now a permanent guest expectation (70%+ adoption). CMF already sells touchless
door systems, hands-free openers, and automatic sliding/swing doors — perfectly positioned for this trend without
any product development needed.

5  Smart Lock Market ($3.8B > $12.3B by 2033)

ASSA ABLOY (Yale partner — CMF is an authorized dealer) leads this market. Hotels are upgrading from magnetic
stripe to mobile key and RFID. CMF's locksmith and electronic entry capability positions them as a smart lock
implementation partner, not just a door supplier.

s  Tightening NFPA 80 Fire Codes

The 2025 NFPA 80 edition introduces stricter annual fire door inspection requirements. Many Niagara hotels have
not updated their door assemblies in 10-15 years. CMF's AHC can conduct fire door audits and specification
updates, converting inspections into remediation projects.

7 754 New Hotels Opening in 2026

Each new 100-room hotel needs 300-500 doors at $150K-$750K per property. Extended-stay hotels (40% of

pipeline) require heavy-duty entry doors and connecting door assemblies. Ontario's share of the Canadian pipeline
represents multiple new-build opportunities within CMF's reach.

PREPARED BY INNLEAD.AI B2ZB HOTEL SUPPLY INTELLIGENCE
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External risks to hotel door procurement positioning and market entry

SPH / Ontario Commercial Doors

50-100 employees, 34+ years in business, Ontario-wide coverage including Niagara. Largest fire-rated door
selection in Ontario with ASSA ABLOY/Dormakaba/Allegion partnerships. Direct territory overlap — if SPH decides to
market to Niagara hotels, they have the scale to dominate.

Forest Bright (China) — Overseas Manufacturer

10,000 doors/month capacity with confirmed clients including Marriott, Ritz-Carlton, Hilton, Hyatt, Sheraton.
UL10B/ULI0C certified, FSC certified. Offers lowest pricing that CMF cannot match on unit cost. However, no local
installation or service — CMF's turnkey advantage.

Tariff and Trade Policy Risks

Door hardware components sourced from international manufacturers are exposed to tariff fluctuations. US-Canada

trade tensions could increase costs on imported hardware (hinges, closers, electronic locks). Affects CMF's pricing
competitiveness on full-package guotes.

NFPA 80 Compliance Cost Increase

While tightening codes create opportunity, they also increase CMF's own compliance burden. More complex fire-
rated assemblies, additional documentation requirements, and stricter inspection criteria raise the cost of doing
business for small firms without dedicated compliance staff.

Hotel Chain Vendor Consolidation

Major chains (Marriott, Hilton, IHG) are consolidating supplier lists to reduce procurement complexity. This favors
large, multi-regional vendors over small local firms. Without GPO qualification (Avendra/Entegra), CMF is locked out
of chain-level purchasing catalogs.

E-Commerce Door Sellers (Lux Doors)

Lux Doors Corp offers fire-rated hotel doors at transparent published prices ($383-$1,493) with e-commerce
ordering. While supply-only, this model appeals to cost-conscious franchise owners who prefer to hire separate
local installers. Could undercut CMF on door-only purchases.

Lynden Door's Hospitality Division

Based near the Canadian border (Lynden, WA), with a dedicated hospitality division, industry-leading STC 49
acoustic rating, $70M revenue, and 214 employees. If Lynden Door expands their Canadian distribution, they bring
hotel-specific expertise and scale that CMF currently lacks.

PREPARED BY INNLEAD.AI B2B HOTEL SUPPLY INTELLIGENCE
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Strategic Recommendations
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Leverage Strengths to Capture
Opportunities

Fix Weaknesses to Capture Opportunities

Build First Hotel Reference: Offer a

.9
., Free Fire Door Audits: Offer complimentary discounted or pro-bono fire door audit +
NFPA 80 compliance audits to every Niagara Iemadisidn i cne biegar Felis ctel.
hotel. Convert findings into remediation Document everything for case study, photos,
projects using CMF's full-service model. and testimonials.
. Touchless Entry Campaign: Market CMF's .  Create Hotel-Specific Collateral: Develop fire-

rating guides, acoustic STC comparison
sheets, and hotel door package pricing to
replace generic commercial materials.

existing touchlessfautomatic door systems
directly to Niagara hotels capitalizing on post-
COVID guest expectations.

5 Yale Smart Lock Integration: Package smart 5 LaunchLinkedin Company Page: Establish

lock (mobile key) installation with door
upgrades, leveraging CMF's authorized Yale
dealer status and in-house locksmith.

Norm as a thought leader on fire code
compliance and hotel door technology to
reach procurement professionals.

0s—T OW-—T

Use Strengths to Defend Against Threats Fix Weaknesses Before Threats Escalate

Emphasize Local Response Time: Position
CMF's 2-hour emergency response vs. SPH's
Ontario-wide dispatch model. Hotel
emergencies (broken fire doors, jammed
automatic entries) require same-day service.

Turnkey vs. Supply-Only: Counter Forest
Bright and Lux Doors by highlighting that
supply-only vendors leave hotels to find their
own installer, locksmith, and inspector — CMF
does it all.

Lock In Maintenance Contracts: Annual
AAADM inspection + fire door inspection
contracts create sticky relationships that
larger competitors cannot easily displace.

INNLEAD.AI

SEO and Website Overhaul: Add meta
descriptions, create location pages (Niagara
Falls, St. Catharines, Welland), build a blog
with fire code content. Goal: rank for
"commercial doors Niagara" before SPH
claims it.

Pursue FSC Certification: Begin the FSC
chain-of-custody process for sustainable
wood doors. This is increasingly a table-
stakes requirement for hotel chain
procurement.

Hire a Hotel Sales Specialist: One dedicated
business development hire focused on
Niagara hospitality could secure 3-5 hotel
clients in the first year, building the portfolio
needed to compete at scale.
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Action Plan & Timeline

e

pact with re

Secure First Hotel Client via Free Fire Door Audit

Target 3 Niagara Falls hotels with complimentary NFPA 80 fire door audits. Convert at least one into a
paid remediation project. Document as first hotel case study.

Create Hotel-Specific Marketing Collateral

Develop fire-rating guide, acoustic STC comparison sheet, hotel door package pricing one-pager, and
hospitality capability deck. Required before any RFP response.

Overhaul Website and SEO (28/100 - 60+)

Add meta descriptions to all 8 pages, create Niagara location pages, launch blog with fire code and hotel
door content. Target "commercial doors Niagara" keywords.

Launch Linkedln Company Page + Norm's Thought Leadership

Establish CMF Doors Linkedln presence. Norm publishes bi-weekly posts on fire code updates, AHC
specification tips, and hotel door technology trends.

Attend DHI conNextions 2026 (Oct 21, Chicago)

Network with hotel procurement teams, GPO representatives, and door manufacturers. Build
relationships for chain-level vendor qualification pipeline.

Begin FSC Chain-of-Custody Certification Process

Engage a certification body to begin FSC chain-of-custody for wood door supply. 6-12 month process.
Required for chain-level procurement eligibility.

Hire Dedicated Hospitality Business Development Rep

One dedicated hire targeting Niagara hotel facilities directors and project managers. Goal: 3-5 hotel
clients and $500K+ hotel revenue in first 12 months.

INNLEAD.AI
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Immediate

0-60 Days

Q2 2026

Q2 2026

Q4 2026

Q3 2026

Q12027



