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The Early Bird Gets 
the Discount
Putting chemical buy dates on your 
master calendar can help with 
inventory and save money, especially 
if you’re able to take advantage of 
early buys offered by chemical 
manufacturers.
BY MICHELLE L. CRAMER

RETAINING CUSTOMERS MOST OFTEN COMES through recurring  
sales and, in the hot tub industry, that’s typically done with  
chemicals. As you plan your master calendar, consider including a 
buying schedule for chemical sku’s. Not only will this help you keep 
your shelves stocked and customers happy, but it will also optimize 
your showroom’s daily cash flow.

GETTING STARTED
Failing to plan your chemical buys in advance can have some  
significant disadvantages. “The biggest issue we see is dealers trying  
to carry inventories down to days,” says Tim Shivers, senior sales 
director for the pro-dealer division of North American Water at 
Lonza Microbial Control. “And then, when a truck breaks down or 
an order gets delayed, they scramble to get product.”

No retailer ever wants to run out of a product a customer wants 
to purchase. “A master calendar and determining when they’re going 
to refresh inventor is really advantageous for the dealer,” says Joe 
DeFuria, brand manager for BioGuard. “They can suit it to their 
needs, whether it’s every Monday morning or on a monthly or 
bimonthly basis, they use to evaluate inventory and see what they 
need to restock.”

DeFuria notes that planning chemical buys on a master calendar 
depends on two factors: available storage capacity and sales history. 
Until you have a strong understanding of projected product sales — 
which you base upon the history of sales over at least a year —you 
won’t be able to adequately determine how much you need to buy in 
advance. If you’re looking to go a month or longer between buys and 
don’t have reliable numbers, you could end up purchasing too much 
or too little. 

“Set reasonable minimums,” Shivers says. “If you 
don’t sell it this week, you will next, but if you don’t 
have it on the shelf, you may never get the chance to sell 
it again.”

When examining space, a dealer with showroom 
shelving and room for a box in the back should look at 
calendaring inventory checks and restocks on a frequent 
basis, such as once a week. Alternatively, a dealer with 
warehouse storage can go months between chemical buys 
if planned properly. 

EARLY BUYS
If you have an abundance of storage, consider an early 
buy in conjunction with proper planning for restocking 
your chemicals. While the exact offerings vary between 
chemical manufacturers, the general premise for early 
buys is the same: taking advantage of a discounted rate 
on a bulk chemical order. 

For questions or to comment on this article please contact editorial@bigfishpublications.com.
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CHEMICALSEARLY BUYS

BioGuard offers early buys three times a year: 
October, April and August. While the details vary,  
typically the offers require a minimum purchase of 
$2,500 to $5,000. “These offers are designed to help 
the dealers refresh their inventories and plan ahead for 
a couple months,” DeFuria says. “By committing to a 
larger amount, that covers our freight costs, and we pass 
our savings on to the dealer.”

Plus, the dated terms on early buys — invoices not 
due until 60 or 90 days from order, instead of 30 days 
— allow dealers to take advantage of improved cash flow 
and less paperwork. For example, BioGuard’s largest, and 
most popular, early buy runs from October to December. 
It has a higher minimum-order requirement than the 
others, but also has the largest discount available, and the 
payment terms are dated into spring of the next year. 

Lonza Microbial Control also offers early buys, but 
Shivers advises dealers to be sure it’s the best option 
before committing. “The discounts are the reason our 

customers place most early buy orders, and 
while we are glad to offer discounts for  
those who wish to take advantage of them, 
customers need to decide if the discounts are 
worth the extra risk and working capital they 
are placing on their business,” he explains. 
“We have all seen a dealer with a 20-year 
supply of some great new product that no 
one ever bought.”

Planning the restocking of chemicals on a 
master calendar can help save money, especially 
if an early chemical buy works with your needs. 
Systematic inventory checks and set ordering 
dates save time and help with loss prevention. 
For optimal results, work with a chemical 
manufacturer that compliments your approach. 
“We are happy to provide options,” Shivers 
says, “so our customers can run their businesses 
the way that works best for them.” n

IPSPE
Check out these chemical 
suppliers in Orlando.
APi 
Booth 202

AquaFinesse 
Booth 4609

BioGuard 
Booth 3002

Blu Water 
Technology
Booth 2433

Essentials
Booth 5020

Haviland 
Pool & Spa 
Products
Booth 1211

King 
Technology, 
Inc.
Booth 3016

Lonza
Booth 2426

N. Jonas & 
Co. Inc.
Booth 2402

Oreq 
Corporation
Booth 1016

SeaKlear
Booth 2005

SilkBalance
Booth 4226
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Beyond Calendar 
Dates
Using Evosus business-management 
software 
BY MICHELLE L. CRAMER

A CALENDAR, NO MATTER WHAT FORM IT TAKES — a white board, 
online, or one with waterfalls and inspirational quotes — is only one 
aspect of developing a master plan for your hot tub business. Yes, it’s 
essential to determine event dates and associated deadlines, employee 
reviews, hot tub deliveries and service calls and the little pieces in 
between. But how do you logistically bring all of that together  
without the paperwork swallowing you up, or fighting with Google 

Drive to locate the updated blog-topic list?
In a typical pool and spa business, you have sales 

people, service technicians,  
purchasers, warehouse personnel,  
marketers, managers, bookkeepers  
and owners, says Christina 
Braks, vice president of software 
products for Evosus. “Although 
every person and department 
serves a unique function,” she 
says, “they all require similar 
information to be effective.” 
It’s for that reason that Evosus 

Business Management Software 
has a special program specifically 
designed for pool and spa retailers  
to manage all aspects of their 
business in one place, working cohesively with a master 
calendar.

Evosus provides tools for an entire business from 
initial lead inquiry through financial statements. Some of 
the elements of the software include:
 • Month- and year-end processes to obtain 
  financial reports
 • Comparing budgets monthly/quarterly/annually
 • Revenue reports
 • Cost and profit reports generated by store, 
  employee, brand or item
 • Quote closing ratios
 • Advertising ROI
 • Lead counts and statuses
 • Inventory valuation figures
 • Turn rate on inventory

Evosus can certainly make things easier, but using  
it doesn’t mean that you won’t have to work toward a 
viable system. “A business with 10 employees will have 
different requirements than a business with 100 employees,”  
Braks says. “All of this information should be used to 
strategize, plan and make key business decisions throughout  
the year — hopefully at meetings prescheduled using 
your master calendar. I would also expect the companies 
to identify what information should be prepared for and 
presented at each meeting, along with key employees 
responsible for each piece of information.”

Braks says it’s hard to find time to make that happen 
in any business, where meetings often get pushed aside to 
make room for other tasks. However, Evosus is a prime 
example of successful implementation, prioritizing a daily 
five-minute meeting between the development, support 
and quality assurance departments. It’s a stand-up meeting 
that occurs daily at 10 a.m. and can’t exceed five minutes.

“It’s an opportunity to touch base, where we identify 
outstanding overdue support tickets and action items for 
completing them, identify and resolve any breakdown in 
communication and just keep the lines of communication 
open on a daily basis,” she explains. “Most days, there is 
nothing to discuss, but we still show up every day. It’s a 
great opportunity for face time and to break down the 
barriers that might exist 
between departments.”
Evosus also conducts weekly  
and monthly planning 
meetings. n

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

EVOSUSACCESSORIES

For more information: 
evosus.com

CLICKABLE RESOURCES

“All of this information should 
be used to strategize, plan and 
make key business decisions 
throughout the year — hope-

fully at meetings prescheduled 
using your master calendar.”

– CHRISTINA BRAKS, 
VICE PRESIDENT OF SOFTWARE PRODUCTS 

EVOSUS

A PRO’S TIP ON PLANNING

IPSPE
Visit Evosus in Orlando 
in booth 2013.
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To Market, To Market
Calendars help retailers time and 
deploy marketing and promotions
BY MICHELLE L. CRAMER

A WARREN BUFFETT QUOTE graces the bottom of Bullfrog Spas’ 
2014 marketing calendar: “Someone is sitting in the shade today 
because someone planted a tree a long time ago.” Director of  
marketing Dan Sjoblom says this is the message Bullfrog Spas wants 
to convey to its dealers. “The only way to be successful in your  
business,” he says, “is to operate a plan.” This is especially important 
when it comes to marketing.

WHERE TO START
Ali Reynolds, co-founder and sales manager for San Francisco–based 
marketing consulting firm The Get Smart Group, says determining  
specific sales or events for the entire year is a good starting point 
for a marketing calendar. “Build your whole campaign and calendar 
around those important items,” she says. This includes planning  
email marketing to promote the events, social media pushes, website 
landing pages with event details, and Google and Facebook advertising.  
Create all graphics for print and online mediums as well.

SpaRetailer columnist David Carleton, owner of Street Smart 
Sales and Marketing in Poway, Calif., has a strategy for determining 
calendar dates. “If you know when a promotion is running, you can 
determine lead time for TV, radio and print ads,” he says. “Start with 
the event dates, then work backwards in terms of what needs to be 
done by when.” Based on due dates for the more time sensitive items, 
plan deadlines for website changes, email campaign templates and 
other online pushes.

UTILIZING RESOURCES
A retailer may miss the 
opportunity for added support  
if it fails to make use of its 
manufacturers’ marketing  
calendars. While the element 
of surprise that comes with 
periodically releasing promotions  
information may be lost, 
Bullfrog Spas maintains 
dealer success is maximized 
when calendar promotions 
occur throughout the year far 
in advance. 

“The loss of 
surprise is far out-
weighed by the  
benefits of the dealers 
being able to have a 
solid marketing calendar  
and a marketing 
plan,” Sjoblom says. 
“They’re not trying to  
get something together  
the week before 
Memorial Day, but know throughout the year what their 
advertising schedule is, what the promotional plan is, 
what their off-site selling plan is and then what resources 
are needed in order to properly execute on that.” 

Bullfrog Spas helps dealers with these marketing 
plans. In addition to providing calendars ahead of time, 
regional managers work with dealers approximately 
45 days prior to each promotion, providing marketing 
materials and input: posters and banners for showrooms, 
web graphics, email templates, newspaper or advertising 
templates — and anything else they may need to hold the 
promotion in their market.

TIMING AND DELEGATION
Reynolds says hot tub retailers have two relatively clear 
seasons and recommends two planning cycles for a 
marketing calendar: one in the fall so a plan for spring 
is in place before the holidays, and a second in April to 
plan for summer and fall. Additionally, she recommends 
reviewing the calendar each month to adjust as needed. 
The Get Smart Group conducts a monthly check-in call 
with its clients in the hot tub industry to go over results 
from the previous month and review what’s coming up.

Whether you use an outside marketing firm to create 
a marketing calendar based upon your needs or do it in-
house, “Don’t be afraid to delegate,” Reynolds says, “even 
if you’re not sure how the person will do, because it’s 
better than nothing. Even if it seems overwhelming, do 
more than you’re doing now.”

One of the biggest challenges retailers have, Sjoblom 
says, is being intimidated by the thought of a marketing 
plan. He suggests starting small with a one- or two-page 
sketch of what you want your year to look like, including 
your budget, dates associated with marketing and  
advertising activities, and what tasks are most appropriate  
for those dates. “And as retailers see results — and  
certainly those who do this see results — they get more 
detailed next year,” Sjoblom says, “and realize the bit of 
time they spend planning has a huge return.” n

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

PLANNINGMARKETING
IPSPE

MAKE GOOGLE WORK FOR YOU
Johnny Leung, district manager, 
local specialist at Virtuo360 
Global-Google
Friday, November 7
8 to 9:45 a.m.

10 COMMON WEBSITE MISTAKES AND 
HOW TO FIX THEM ALL
by Brett Abbott, owner/CEO/
president at MYM Austin
Friday, November 7
8 to 9:45 a.m.

HOW EARLY DO 
YOU DETERMINE WHAT 

YOUR MARKETING 
BUDGET WILL BE FOR 

THE NEXT YEAR?
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Don’t Forget the Staff
Building human resources into your 
master calendar
BY MICHELLE L. CRAMER

IN THE WAKE OF PLANNING A MASTER CALENDAR, you’ll find  
yourself swimming in marketing events and deadlines, scheduling 
manpower and planning restocks. What you may have overlooked is 
adding human resources to your planning strategy. But this portion 
of your business is just as vital as the rest and deserves the same attention.

“I believe HR is the single most important role at a company,” 
says Jessica Miller-Merrell, founder and CEO of XceptionalHR in 
Guthrie, Okla. Miller-Merrell has 12 years’ experience in corporate 
HR. “We are not seen as a revenue-generating department, and  
yet we are responsible for hiring, training and development of a 
company’s most important and expensive cost center and asset: its 
employees.”

Quarterly and annual employee reviews are an obvious addition 
to the human-resources portion of your master calendar. However, 
HR requires many other items that should go on your calendar well 
in advance. 

Jay Kuhns is the vice president of Human Resources at All 
Children’s Hospital, a member of the Johns Hopkins Healthcare 
System, located in Tampa Bay, Fla. Since its company is constantly 
recruiting new staff, the responsibilities of the HR department far 
exceed that of calendaring reviews. His human-resources team also 
posts a large amount of content on social media as a part of its  
branding and recruitment efforts, including a twice-monthly  
podcast/Internet radio show, an HR Facebook page, HR blog,  
as well as Twitter and LinkedIn accounts. 

“In addition to progressive outreach strategies,  
developing a calendar also allows for the organization to 
meet regulatory and legal reporting deadlines,” Kuhns 
says. “Based on the size of the company and reporting 
requirements, an annual calendar is a wise decision. Plus, 
having a well-thought-out calendar helps the execution of 
human resources strategies go much more smoothly.”

Miller-Merrell says HR planning is both short term 
and long term: focusing on current staffing needs but 
also looking at the next quarter and keeping upcoming 
fiscal years in the periphery. What you focus on depends 
entirely upon the HR department’s role in your hot tub 
business. “Field HR representatives and recruiters are 
more tied to the needs of now and next quarter, while 
senior HR staff look at 12 to 24 months and beyond,” 
Miller-Merrell says. “Strategic human resources help you 
grow your business focused on your current employee 
population and future ones.”

As you work to plan your HR calendar, Kuhns and 
Miller-Merrell recommend the following areas of focus:
 • Look at staffing numbers, distributions, compensation 
  rates and full to part-time staffing ratios. Examine 
  how these factors play into the profit and loss 
  numbers for each location.
 • Examine local economics, unemployment figures 
  and local competitors to see what might impact 
  staffing needs. 
 • Keep communication open between HR staff and  
  management. Find out current sales projections and  
  how those numbers are determined. Then work   
  together to form a plan for adequate staff for these  
  needs.

 • Identify the specific legal 
  reporting requirements you have 
  and build those into your calendar 
  (such as paying employment tax). 
 • Social media dominates society, so 
  building your HR branding strategies 
  into your calendar will help the 
  company stay on track with 
  current and future staff.

“The advantages of using a calendar 
in HR means that thoughtful work can 
be done versus the all-too-common 
reactionary decisions that are made 
when something happens in the  
organization,” Kuhns says. “Planning 
always helps.” n

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

HUMAN RESOURCES PLANNINGOPERATIONS

IPSPE
There are several seminars 
pertaining to employees at this 
year’s conference. 

DEVELOP, FORM AND BUILD 
LEADERSHIP FOR YOUR POOL BUSINESS
Ben Honadel, owner/CEO/
president at Pools by Ben, Inc.
Wednesday, November 5 
8 to 9:45 a.m.

HOW TO BECOME A MAGNETIC 
MANAGER: THE BOSS NO ONE EVER 
WANTS TO LEAVE
Mel Kleiman, president at 
Humetrics
Wednesday, November 5
3:30 to 5 p.m.

DO YOU HAVE REGULARLY SCHEDULED 
EMPLOYEE REVIEWS?

FROM OUR SURVEY

31% 69%

DO YOU PUT RAISES AND/OR 
REVIEWS ON YOUR CALENDAR?

15% 85%
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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 

HOW OFTEN DO YOU HAVE 
PLANNING MEETINGS?

30%30%
ONCE A WEEK

30%30%30%
NEVER

10%10%10%
ONCE A MONTH

10%10%10%
ONCE A QUARTER

5%5%5%
EVERY SIX MONTHS

5%5%5%
ONCE A YEAR
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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

WHAT FORM DOES YOUR MASTER CALENDAR TAKE?

ON THE COMPUTER

50%

ON THE WALL

44%

IN A WRITTEN PLANNER

22%


