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Hollenbeck 
Associates’ clients, 
Funmobility, to 
manage its mobile-
couponing program. 
Its first coupon was 
for $10 off a purchase 
of	$50	or	more,	and	
the results speak for 
themselves:
	 •	98	percent	
  mobile database 
  opt-in rate
	 •	59	percent	clip	rate
	 •	63	percent	redemption	rate
	 •	Average	cart	size:	$82.86
	 •	Total	revenue	lift:	$20,882

Linda Roark, owner of Pete’s Ace Hardware, says 
they’ve offered a variety of mobile coupons since starting 
with	Funmobility	in	June	2013,	including	the	aforemen-
tioned dollars off a minimum purchase amount or 
discounts on products. “It’s still very new, and we are 
seeing what people respond best to,” Roark says. 
“Everybody likes the dollars off.” 

The key is making sure the mobile coupons add 
tangible value to the end user. “They are sharing their 
cell phone number and allowing retailers to send SMS 
messages,” says Ajmal Kohgadai, marketing operations 
director for Funmobility. “They must have a strong 
incentive to do so. This is why having a strong first offer 
is crucial to get people to opt-in.” He recommends the 
dollars off a certain minimum purchase as a starting 
point, because the discount adds value to the end user 
while giving an instant boost to the average cart size and 
the total sales for the retailer. 

Kohgadai says a retailer can further monetize a mobile 
couponing campaign by adding a location service to the 
coupon: When the end user is near a participating location,
they receive a notification. Adding time limits is another 
optimization strategy: “We did a Black Friday case study 
where we put a live timer on 
mobile coupons, and the mere 
presence of a clock ticking down 
compelled end users to redeem 
the coupon sooner and more 
often,” he says.

LIKE MANY OTHER RETAILERS, you’re likely interested in how to get 
more people on your showroom floor. Have you considered mobile 
couponing? While it’s not a new concept, few retailers have fully 
tapped in to its potential.

Statistics show that customers prefer mobile coupons, says Kevin 
Sanchez, vice president of communications at Hollenbeck Associates 
in San Francisco:
	 •	70	percent	of	consumers	want	to	receive	special	offers	direct	to	
  their phone
	 •	97	percent	of	mobile	messages	are	read,	compared	with	20	
  percent of emails
	 •	SMS	texts	have	an	average	response	rate	of	26	percent,	versus	
	 	 5	percent	of	emailed	offers	
	 •	Offers	sent	to	mobile	users	are	typically	redeemed	faster	than	
  emails because the offer is sent directly to them

Further, mobile coupons are far more convenient than conven-
tional methods of savings. Users can “clip” them with a single tap on 
their smartphones — no scissors or printer required. Sanchez points 
out that getting customers to engage in a mobile SMS (texting) mes-
saging program is much easier than getting them to participate in a 
mobile app.

Pete’s Ace Hardware in Castro Valley, Calif., uses one of 

Savings on the Go
Offering mobile coupons lets you reach 
customers wherever they are
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MOBILE DISCOUNTSMARKETING

COUPON SAMPLE
Get a sample of a 
Funmobility coupon 
by texting “Adam” to 
55155.

MOBILE COUPON REPORT
Michael Becker, North 
American head of the MMA, 
states that “A Mobile Coupon 
Ad Unit is the connective 
tissue that can link the top of 
the mobile-media funnel with a 
point-of-sale event.” The Mobile 
Marketing Association’s 2013 
report on the state and promise 
of mobile couponing provides 
an in-depth, six-step process 
for developing a mobile-ad 
unit. Download the report at 
mmaglobal.com/mobile-couponing.
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MARKETINGMOBILE DISCOUNTS

With a service like Funmobility, store owners are 
provided with easy-to-use templates to create their offers 
and personalized support to ensure their program’s success.
“There is no app required, so the hot tub retailer can 
launch his promotions program immediately just by asking
customers for their cell phone number,” Sanchez says. 

Once you have established an opt-in list, utilize 
real-time access to customers in other ways. “Sometimes 
we put out an informational page instead of coupons,” 
Roark says. “For example, right now California is in a 
drought, so we are running an info page to highlight a 
few products and show how to conserve water.”

Roark says he believes hot tub retailers could easily 
utilize a mobile couponing service by promoting discounts
on chemicals, offering something like $200 off the 
purchase of a spa when the customer spends $2,000 or 
more, or a discount on spa installations or annual service 
contracts. “I think it could be very successful for spa 
retailers,” Roark says. n

PETE’S ACE 
HARDWARE 
got a $20,882 
bump in revenue
from its first 
mobile coupon.

DON’T MISS A 
SINGLE STORY
Sign up for our e-newsletter at 
sparetailer.com/newsletter.
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to increase their sales, but most can impact their losses 
through a thorough loss-prevention program.”

FOCUSING ON LOSS PREVENTION
Aubele believes hot tub retailers can reconcile the 
majority of loss by cracking down on the audit 

function right from the start. “For instance, whether 
you receive shipments from a centralized manufacturing 

facility or from your own company’s wholesale location, 
you have to be sure that what you bring in the backdoors 
is exactly what you’re being invoiced for,” Aubele says. 

Then you have to maintain that inventory with a 
system that documents every sale and every used product. 
“Often the shrinkage is the result of legitimate business 
expenses that just don’t get booked properly,” says Dan 
Sjoblom, director of marketing for Bullfrog Spas. “Over 
time, chemicals that get used in display spas, accessories 
that are included to close sales and products that are used 
in route service can cause major inventory problems if 
not recorded properly.”

But, as Sjoblom points out, the inventory process can 
only successfully improve when you have a staff trained 
on proper procedures and, more importantly, that is 
committed to accuracy and asset protection. Doyle agrees 
that you should get the staff on board with any changes. 
“Explain to the staff how losses affect the bottom line 
which, in turn, has an impact on employee hours, pay 
raises, benefits, etcetera,” he says. “Ask employees for 
their assistance in reducing the store’s losses. Ask for their 
input. Invest in loss-prevention training and awareness 
programs for all employees, and a reward program for 
employees who report dishonest activities.”

Bullfrog Spas runs periodic cycle counts to spot check 
inventory accuracy, and everyone is involved. “If we find 
discrepancies, we take the time to dig deeper and find 
out what is going on,” Sjoblom says. “All employees 
who come in contact with the inventory are part of the 
process. This creates an environment where we work 
together to protect the company’s interests and maintain
accuracy.” And he adds that paying attention and 
addressing problems as they occur results in less work for 
everyone. 

Unfortunately, loss-prevention strategies go beyond 
double-checking shipments and chemical usage on the 
showroom floor. External and internal theft is a reality,
and the Operations section in our next issue of SpaRetailer 
will cover loss-prevention methods for theft. n

IT’S THAT TIME AGAIN: INVENTORY. And, wouldn’t you know, the 
number of test-strip packages on your shelf falls short of what your 
checklist says you’re supposed to have…again. 

You’d be hard-pressed to find a retailer who hasn’t had this 
experience at one time or another. If you’re not taking proper 
precautions to prevent loss, accessories, chemicals and smaller-scale 
products can easily go unaccounted for, whether through theft or 
mismanaged documentation. 

THE NECESSITY OF LOSS–PREVENTION TACTICS
When it comes to those extra products like chemicals and accessories, 
hot tub dealers are in a constant price war with the Internet. In order 
to win, retailers must keep their prices as low as possible. You may 
choose to simply raise the prices of your chemicals to offset inventory 
loss,	but	30-year	loss	prevention	veteran	Keith	Aubele,	president	and	
CEO	of	Retail	Loss	Prevention	Group,	Inc	in	Bentonville,	Ark.,	and	
ASIS International Retail Council chairman, says that’s a bad idea. 

“Be prepared for your business to close,” Aubele says. “Why 
would a retailer want to do everything they could to improve the 
chance that their customer is going to move to the web? They want 
exactly the opposite. Keeping prices as low as possible is the key. 
order to do that, you’ve got to strengthen your organizational 
structure and bottom line,” adding that he believes that loss 
prevention plays a major role in that process. 

“Many times it is easier for a company to positively impact their 
bottom-line profits through lower losses than it is through increased 
sales,” says Mark R. Doyle, president of Jack L. Hayes International, 
an inventory shrinkage control and loss prevention consulting firm 
based in Wesley Chapel, Fla. “It is very difficult for many retailers 

Stepping it Up With 
Inventory Audits
The easiest way to have a positive 
impact on your bottom line is with 
loss prevention.
BY MICHELLE L. CRAMER

For questions or to comment on this article please contact editorial@bigfishpublications.com.
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YOU
BELONG

HERE

ARE YOU COMFORTABLE TAKING TIME OFF?
BY MICHELLE L. CRAMER
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STILL SKEPTICAL? 
Debbie Tillson-Leclerc, who owns The Pool Doctor of Rhode Island with 
her husband, Ron, remembers when taking any sort of vacation or trip was 
impossible. “My husband and I didn’t take a lot of vacations 20 years ago because 
we were too busy working in and on our business,” she says. “You have to take 
the time to work on your business to get your business to grow.”

However, you have to work toward that goal of time away. “It’s critical for 
anyone to take a break,” says Norm Coburn, owner of New England Spas in 
Natick, Mass., who says he believes you should take as much time off as you and 
the business can tolerate. “Some people find a bunch of long weekends will do 
the	trick	and	others	need	seven,	10,	14	days	to	even	begin	to	unwind.	Some	time	
away	to	see	the	30,000-foot	view	of	things,	rest	and	recharge.”	

After all, if you immerse yourself in the business with every spare moment 
you have, burn-out is sure to hit you at some point. “When owners never take 
time off, the business is almost always micro-managed,” Ringle says. “There are 
often daily crises. Typically the workplace is stressful with lots of yelling, blaming 
and frustration. When the owners are away regularly, the business is a well-oiled 
machine, where everyone knows their role and what is expected. The owner tends 
to be more progressive, but with high standards and expectations.”

Ringle recommends owners take one week off every quarter, but admits it’s a 
rarity to see that happen consistently. “More commonly, a leader can attend an 
industry conference, an offsite planning meeting with his team, or an education 

YOU MIGHT ENVY THEM: THOSE BUSINESS OWNERS WHO 
SEEM TO ALWAYS BE TRAVELING AND GETTING AWAY FROM 
THE DAILY GRIND. You get their out-of-office automatic 
email responses, their “I’m on vacation” messages on 
voicemail, and you wonder how they’re able to make 
that happen without stressing every moment they’re gone.

The beauty of it is, that can be you. It should be you. 
“Time away is essential when the business is ready,” 
says Bill Ringle, president of System Ringle, a business-
management advisory firm. “When a business is 
running well, the owner should be able to leave for a 
week without checking in every day, and return to find 
all is operating smoothly.”

36%

When was the last time you 
took a vacation?

13%

68%

19%

Do you purposefully set aside 
leisure time for yourself each week?

59%

41%

SURVEY RESULTS
WE ASKED HOT TUB RETAILERS WHAT THEIR 

WORK/LIFE BALANCE LOOKED LIKE.

WORK 50-60 
HOURS PER WEEK

50%
WORK 40-50 
HOURS PER WEEK
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event for a few days and make that a vacation where he or she is away from the 
day-to-day — time for thinking and reflecting,” he says.

That’s exactly what Tillson-Leclerc and her husband do. “Ron and I love the 
combination of having a business trip and adding pleasure time to it, and we’ve 
had opportunities to travel to so many different places between Polaris trips or 
BioGuard	trips,”	she	says.	“It’s	a	great	time	to	network	with	other	successful	
dealers in the industry that share that same passion that we have.”

GETTING TO THAT PLACE
The consensus is that it all boils down to having the right staff in place in order to 
take time away without stress. “If you have staff who you don’t feel comfortable 
with in your absence — you feel that your business is going to not work at 
optimum capacity or function in your absence — then either you’re a control 
freak or you’ve got the wrong people in place,” Tillson-Leclerc says.

Directing our attention to the latter possibility, Coburn points to three areas 
of focus: staff development, staff accountability and staff empowerment. “If you 
hire the right people, train well, and give them some rope, it will pay back in 
more freedom, better business decisions and even better customer service,” he 
says.

Ringle says it’s important to have written procedures in place. “If the 
business is set up properly, there are procedures for all the routine tasks; people 
are assigned to perform them; and supervisors oversee the workload and deal 
with any exceptions,” he says, acknowledging it takes time to establish these 
procedures. “The key is having people whose skills match the system, with a 
consistent accountability process in place that all the managers follow.”

However, remain realistic about how things will function in your absence. As 
Tillson-Leclerc points out, it’s human nature that when the cat’s away, the mice 
will play. “As long as the business operates like normal, it’s perfectly fine to take 
extended lunch breaks,” she says. “I don’t see that the warehouse floor could be 
swept instead of everybody sitting around drinking a cup of coffee and wasting 
25	minutes.	There	are	bigger	things	in	life	to	be	worrying	about.”

And it’s about more than employees who do their jobs well, though that’s 
vital, of course. It’s also about relationships. “I’ve gotten rid of people over the 
years who just didn’t have the right personality to fit in — they weren’t capable of 
fitting in with the way that we operate together,” Tillson-Leclerc says. 

They are like one big family over at The Pool Doctor, playing Call of Duty 
online together and commenting on each other’s Facebook statuses. The Leclercs 
never had children, so Debbie sees the business as their baby and their employees 
as their family. “This summer we’re taking one of our employees, her husband 
and her two young children — to whom we’ve become adopted godparents — to 
Disney World,” she says. 

LEAVE IT ALL BEHIND
IN ORDER TO ACHIEVE THAT PLACE 
WHERE YOU FEEL COMFORTABLE 
GETTING AWAY, BILL RINGLE, 
PRESIDENT OF SYSTEM RINGLE, 
A BUSINESS-MANAGEMENT 
ADVISORY FIRM, RECOMMENDS 
THE FOLLOWING:

Believe it to be possible: 
Achieving a business that runs 
consistently well depends on the 
owner understanding what it will 
take and believing their business 
can get there.

Invest: The owner must invest time 
working on the business every week.

Utilize your staff: the people 
doing the work should create 
procedures, as they are the ones 
who, ideally, know the best 
approach.

Empower your people: Give 
them the opportunity to not only 
design your business systems, 
but also continually tweak and 
improve them. And give them 
credit for a well-run department.

Have an intentional 
company culture: What are 
your standards, and what are the 
consequences for people who fail 
to uphold them? What are the 
rewards for a job well done?

Set the expectation that you 
will take time away: Show 
your staff that you’re confident in 
them, but make yourself available 
while away if needed. Come 
back with some thoughts on which 
your staff can give input, so they 
know you are using that time 
away to recharge. 

Get expert help when needed: 
Depending on where you’re 
starting from, it can be hard to 
see how you will ever get past the 
tyranny of the urgent. If owners
are working 50 to 60 hours a 
week to hold it all together, there 
is not much energy left to work on 
the business without outside help.
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FINDING THE RIGHT DISCONNECT
Ringle notes that a vacation should be a full disconnect, except 
for real emergencies, but that it’s okay to check in occasionally 
when away for conferences or other business-related events. 
You’ll need to find your personal balance between R&R and 
staying in touch. “I don’t think any business owner can 
completely disconnect,” Coburn says. “We don’t really want 
that — just some distance. Of course, spending three hours 
a day on your laptop is hardly a break from routine, and can 
make it feel like you’re really not away.” 

Tillson-Leclerc is an advocate for checking in while away 
from the daily grind, and technology makes it easy enough to 
set reasonable limitations. “Some of our very best and favorite 
vacations are for business and we integrate personal time into 
it as well,” she says. “We’re still completely enjoying ourselves 
while we’re away. I think probably the most difficult trips that 
we take are the ones that, let’s say, involve a cruise ship, where 

you really have very limited availability. Those make my 
husband more nervous than me.” They make a point do 
completely disconnected trips in February rather than August.

Coburn has already taken several trips this year, all work-
related but away from the routine. “I’m racking up the 
frequent-flyer miles and thinking about the business,” he says. 
“It’s not too tough to have great conversations with your peers 
from all over the world.” And nothing required his immediate 
attention. He admits it takes him a few days to get caught up 
when he returns, but it’s worth it: “Mostly, I like to hear what’s 
been going on for my staff — I’m mostly interested in their 
take on what’s happening or what needs attention.”

Tillson-Leclerc reiterates that being able to get away and 
enjoy themselves is all thanks to their employees. “It’s the 
camaraderie that really makes the company come together,” she 
says. “They’re the ones that make it possible. All we’ve done is 
try to provide the environment.” n

THE DEFINITIVE TRADE PUBLICATION
FOR THE HOT TUB INDUSTRY

SPARETAILER.COM


