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MASTER THE
MASTER CALENDAR
PLANNING AHEAD MEANS FISCAL BENEFITS, A COHESIVE BUSINESS MACHINE

BY MICHELLE L. CRAMER
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STROLL INTO THE MAIN OFFICES AT 
AQUA QUIP IN WASHINGTON STATE, 
AND YOU’LL BE GREETED BY A MASSIVE 
WHITEBOARD. This is Aqua Quip’s master 
calendar for every week and month of  
the current operating year. The main  
board is broken down into different  
categories and the tasks associated with 
those categories. It is accompanied by  
a 12-month calendar that lists upcoming 
events for the entire year. 

Each task has a date and a color-coding system — with 
dots in yellow, green and red — indicating the importance of 
each task. For example, yellow indicates a task that should be 
done soon, while red indicates they are behind, and it must be 

completed immediately.
Using a master calendar like this to plan various departments  

in your hot tub company can save time and money. However, 
much like a business plan, many business owners are intimidated  
by the idea of putting together a master calendar. Fearing the 
time, software and knowledge required, it often falls to the  
bottom of the to-do list.

Aqua Quip uses two whiteboards to help organize 
the company and keep everyone on track.
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30%
AREAS OF FOCUS
A master calendar can take a variety of forms, not only in the product  
on the wall, but also based upon what areas of your business you 
decide to include. The most popular, and obvious, is including the 
marketing department. A marketing calendar allows you to plan not 
only events, but also a budget based upon those events, as well as 
associated tasks such as coordinating website content and social-media 
posts. By laying out an annual plan and periodically revisiting it for 
adjustment, you will begin to discover a more cohesive marketing 
strategy.

However, the master calendar can go far beyond just the marketing  
department. Shawn Maynard, owner of Bullfrog Spas and Utah 
Fireplace in Ogden, Utah, uses his master calendar to schedule  
manpower. It details all service and delivery schedules, sales and  
marketing events and staffing of stores.

Every employee has access to the same relevant information 
on the master calendar so there is no overlap of scheduled tasks. 
For example, once a hot tub is sold, the sales associate refers to the 
calendar and schedules a delivery according to production time. 
Additionally, as service calls come in, whoever answers the phone  
has access to the calendar and can schedule those appointments in 
available slots.

Maynard says his store uses the calendar for reminders, employee 
vacation information, financial obligations and to schedule reviews, 
but those items are only visible to accounting, secretaries and  
management.

GETTING STARTED
Initially, the master calendar for Bullfrog Spas and Utah Fireplace 
was a giant whiteboard in Shawn Maynard’s office. It had four weeks 
of calendar, and each day had room for five-or-so tasks, he says. It 
included delivery appointments and for service calls it would only say 
a customer’s name. “Anything that went on the calendar had to come 
through me,” he says, “so almost every appointment required me calling  
the customer back, playing phone tag and eventually scheduling their 
appointment. If there was a change, I’d erase it from the board and 
write it on the new date.”

Over time, Bullfrog outgrew the system and moved to Google 
Calendar. Because an app is available, every employee can have access 
to the calendar — even when not in the office — and can customize 
it to show the sections relevant to his or her job. Because it’s free, easy 
to learn and updates in real time, Maynard and his team have found 
this the best option for them.

Aqua Quip’s main master calendar is still a large-scale whiteboard. 
It also uses Outlook on the computer to schedule reminders. “We 
used to have an Excel spreadsheet that would cover every week of 
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the month,” says Kathleen Carlson, senior vice president of 
sales and marketing. “You could literally color-code all of your 
events and then pull out months at a time. Putting it on an 
Excel spreadsheet makes it very visual.”

David Carleton, owner of Street Smart Sales and Marketing 
in Poway, Calif., says he doesn’t think it’s necessary to buy 
specialized software for a master calendar. “Step one is getting 
information on the spreadsheet and knowing what’s coming,” 
he says. “And then it’s really the implementation — getting 
everybody in the company involved in the process.” How the 
calendar looks is not as important as functionality, he says.

IMPLEMENTATION
You know what you want to include on your master calendar 
and you know what you want it to look like. Now you must 
put it into practice, and that begins with a staff meeting.

“We will sit down almost weekly and quarterly and decide 
who is in charge of an event or process and takes the lead,” 
Kathleen Carlson says. Aqua Quip divides calendar events into 
two categories: accountability and responsibility. The person in 
charge is accountable for planning the event, and those working 
on the event are responsible for completing the tasks.

Carleton says it’s critical for hot tub retailers to have an  
in-house communication plan and believes face-to-face meetings  
are a better approach than email. “Any meeting that you have is 
better than having no meeting,” he says. “Especially people with 
multiple stores, there is no reason today — with the online 
resources available — that you can’t have all personnel from all 
locations in a meeting.” Another tip: Carleton says if no one is 
allowed to sit down and there aren’t donuts, the meeting itself 
goes much faster.

TACTICS FOR SUCCESS
When starting a master calendar, approach it one piece at a 
time. Maynard says a cloud-based calendar allows for maximum 

efficiency, resulting in a more positive customer experience. 
When it comes to logistics on the master calendar, he  

recommends teaching schedulers the concept of efficient  
routing, including a basic geographic understanding of the  
service area. “Be careful not to schedule a morning appointment  
to the south, a midday appointment to the north, and late-day 
appointments back south again,” Maynard says. “Learn where 
the cities are, or have a map handy, and work to group calls in 
areas together.” 

Additionally, he points out that a person can only be in one 
place at one time. “If the day is full on the calendar, then it is 
probably full, and squeezing in one more appointment will turn 
into a late night for someone.”

Carlson notes that, whether you’re scheduling events or 
service calls, it’s important to put all holidays on the calendar 
during your initial planning process. “The last thing you want 
to do is plan an event and forget Easter,” she says.

NECESSITY WARRANTS USE
Bullfrog Spas and Utah Fireplace consists of three stores, six 
service techs, seven salespeople, three back-office employees, 
and three additional employees who answer the phone and help 
with customer service. Maynard says getting everyone on the 
same page is key.

“Like everyone else, we are trying very hard to provide great 
customer service and use our resources as efficiently as possible,”  
Maynard says. “For us, for all our employees to be able to look 
at the coming week and see where we can best fit in the next 
service call or delivery allows us to fulfill promises. It also helps 
us to avoid overbooking, which leads to disappointed customers 
or employees who are run ragged.”

As long as her employees look at the calendar regularly, 
Kathleen Carlson fully believes in Aqua Quip’s process. “The 
biggest benefit for us is that we’re not as reactive,” she says. 
“When you’re proactive, you don’t miss as much.” n
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