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If you develop a plan that featuires
realistic goals and methods, vou'll
chart a course for long-term success.

BY HEATHER GOOCH
Assiefons Edinor

Il pest control aperators (PCOs)

have dreams and aspirmtions of

what they'd like their buisimesses

tor becoamee. The problemn bies, of
course, In how w get there

D, Jaames Budomski specializes in
helping companies realize their
dreams. He is a strategic consubant
with ABG Imc., Indianapolis, Ind. He
recemily imparted his thoughts on
strategic planning ai the Mational Pest
Control Assaciation (NPCA) Academy
held in Scotisdale, Ariz., beginning
with a definition of the concept.

“Strategic planning basically 5 a
wary bo help vou understand how the
incdustry’s changing, and, based on
haww iit's changing, what to do aboun
it,” he explaimed,

Such o concept i needed, he states,
becamse people tend o get into o pat-
tern of thinking abheur the wav the
world is, based on a point of view
formed by individual experience.
Strategic planning Is “genctlc engi-
neering,” speading up the “evolution”
af the perfarmance process. What i
bails down o, Budnyneki adds, i
when looking 1o the figure, do vy
hearve wehat it takes bo succeed?

Because a sirwtegic plan can bene-

BB POST CONTROL MOVEMBER 1037

tit an entire coganizatiom by giving
efficiency, profitability and & better
sense of fuure directlon, earmwaork is
crucial. Al the beginning of the
process, starting witha meeting to dig-
cover whai issues FOAIE COTE PRIy faces
and what to do abonn chem,
Budeynski sdvises FODs to go as far
diown in their organization as they
comifortably can, plus one more level,
Having all thase key people in atten-
dance vill bring out issues that may
not be obvious in the higher manks.
“The day vou finish veus strategic
plan, you'll break from that rom and
one of more major things that yoo
made an assumption about will be
wrong,” Budrnmski advises. “The
world vou looked at Mondax, when
vouu masde the plan, is different on
Wednesday, when you beave, You
shaald not look ag stirategic planning
as an event. I1 & a long-ierm process.”
There's a varkety of wayvs o do
sirsiegic planning. Budnmeli admits,
and what's right for one crganization
may oot be so for ancther, His compa-
ny has worked out elght basic steps w
g throsgh wisen doimg the process.
‘Iﬂtllﬁr Current Problems
ol [ssmes in Your Business—"A bt
ol muaragers don't even want to get
imio that conversation, because it's
uncomiforiable. “This brings up all

these had h.-.-hngi_ 'wh_-r vkl we
Wl Do FTeEss L Our stradegic plan-
ning process with thar™ ® Budzyrski
reporis. “The problem i, vour weam of
pecple have got those two or three
sty in cheir heads, and if you don't
et themn out of their bead and dewn
o 2 plece of paper. its gaing to be in
thve veay Dor the pexl dasy or o, and
keep vou from having a good process ®

To keep o sirwiegic planning meet-
ing from becoming a shouting maich,
however. Budsynski advises keeping a
positive, open atmosphere. Tell those
im anendance that questions should be
off the “Can we, should we, how can
wi variety, pod accusing or sounding
afl.

B Review the Current State of
Your Business—"Really evahumie your
buiziness, and don't pust say things are
going well,” Budrymski savs. “If vou
can't understand how vou're doing,
you can | manage how you're doing ®

Look st whao wour cusboeners are,
kv demographics as well as by cost
saruchine (who are your flea jobs ver-
sus fFire ant jobs, for example),

Benchmarking is a very powerful
oo 1o help vou know where you're at,
be @dds, quoting a recent pest contral
industry study that showed payroll as
the largest expense, overhead the sec-
ond-larpest and materials the third-
largest.

“Dur experience has ween that peo-
ple spend an avwhul lod af time, effort
and snevgy iryving 1o lower their mate-
rial rate, but if vou look at all the
ather things that contribuie 1o their




eoess, it's really not the driver of
Income for vour company.” he wns
“Uime of the things we dil ne o
assessment o few monihs B0 WS 5%,
Whast would it take o Increas: the
proffahility of the pest controd imduas-
iy I S paroent® ~

Whint the resuhia thowsd, senhout
comaidering increasss in copital or
aither variables, was awariety ol chaile-
&1, You conld reduce ywour material
o & percent, decresse yoor ove
h'.llj 15 [ okt it |.'I.-\.. L= e yﬂlllhtl‘. mnwd
heedits nkne poercent, nercase anles
1E porecend ar increass revenses foun
anl-a-half percent.

“That &m0 sa vens sheoaldn’t be
thealty shoppers, or that you shouldm
dir ather things 1o help pus you inte a
better position—you should,” he adds
“It is 1o say thal i vou'ne spending
sl af vour time ximed st prof
abiltly trving Lo best wup vour suppli-
£r5. voul re working an the Wwrong
things. The revenoe side of the equa-
150 s where you have the biggess bat-
tome-line impact the hsies.®

Review prolitability ns well
Buodevmaki estimates that most PCOs
aparate on a sl o nine percent proli
margin,

“IE v v e bess chan siw, vou
better revise a bew things, because
wver the long haul, companies tha
can'l generaie above-average retams
mre probabhy going o be under sorme
pressure.” e sdvises.

B Review Mujor Industry
Trends—"If you loak a1 yeair imdusae
there are things at the top aboud the
business enviroament in which you
opernte that vou dion't have much can-
trol over.” Budmymaki notes, giving the
Environmental Protection Agency
{EPA) and consumer aplnlons as
examples. “We sure have to be aware
of them, thowgh, because they can
come and bite us if were nod.”

There are other things you e a
lintlo contral over. he continoes, sich
as Industry-specific wechnobogy ke
haits and insect growih regulasors
(1GHs). and genernl technology like
the Intermet. Then there ane things you

have no control aver, but you must be
nware of. like struciumd changes in
ihe Indusury. He gives indusiry consal-
Hukmibon as &n examiple

“Probably the biggest single mend
youl're poimg o hanve o denl with is the
mairsiion of the indusiry”™

Budzynski incones. “"One ol the things
that happens when Indusiries get
mmafiaie b8 that pricing ge1s really ugly,
hecauss people slan beating thom-
salves up 1o get 1o the same group of
customers, and ity 1o taks away each
pihers’ business. 1 ithink we are stai-
g o see that in this induauy,

“We also have & peneraional tran-
sition going on, and a kot of compa-
Bles thar have been armsind for e while
are enlering an ern where thees golng
tov e st ol turmoset” e comtinuies
“A lot of people are making that dec-
sion ol “Am | going o play this game
fior the long-term, or is it dme oo get
oait¥ Particulardy IF they con gee b real-
by gooil price for their usiness.”

Budzynaki says he believes i's
gning 1o continue o move in that
direction, and advises PODx o think
about what implications the irends
have for their individual company
slrabegies,

“Thest's nioi 10 say that sy
who's an imdependent operator doesn'i
have a fmore, because that's pladnly
et eruie,” e stabes. “What Ir does
mend b that anybody who's going o
b wiabde Bong-term betier hane a plan
il they'ne going io play the game, rela-

tive io higper plavers who may have
cost advamages. but other weaknesses
that they want 1o explobi ™

&) ldentily External Drivers—
Consumers are an imporant extermal
drives, .Jrn.-.-d:ug 1o Buclzymnskd. There's
A defindie difference berwesn the
TFaves amd Tove-isats,” Tor r-uIJI'||!|'|..'

“Both of them have needs. but ot
of them are going 1o buy very dilfer-
entfy” he ackmondedges. “They'ne
il 1 have 1o be appromched sey
.'II”..':rul:T'-. i

The lear of pesticides, as well as
repulsinry polley, are pan issues that
are i the ferelrn of external drivers
The pre-empiive battle contimses, and
inbegraved pest managpement (IFA)
has gone from a buzoword bo greaber
UCTEpIRICE.

“Far the Rt v, [P s hecom-
ing on Ecresting coneopl, bocsissd
the 1ools are becoming ovailable 1o
make it renl, wsable ond profitnble, os
o way af nunning vour business,”
Budrvnaki notes. “What thai's going to
diceate is & ot of things tha | hope
yorir business strategy includes, such
as how you'ne going o educate con-
sumers, when amd how you're going o
do inspection and monjoring, the
whole attitude, frankly, on when and
honw youl apply pesticides, because
they're going to become much less
reaitine and mmach more prescriptive
a8 vl move forwmrd ™

B tdentily Iniemal Drivers—1i
voul lake a Ik al where vou are today
and whene the world's going 8o be at in
10 wemrs, yons e b ask yoursshes
vy Tumdnmentnl questions,” he sug-
geata. “Whao are the customers going
1oy he? What channels are proglucts
guxineg 10 be distribuied through?
Which campetitors are golng 1o be in
the market? Whats going o be the
basis for competitive achamiage in the
Funigre® What are the senerces of Fuﬁt
margins in business? What unkgue
capabilities and skills are gobng 1o be
regurired b use which end-use prod-
ueis®

Trends can be positive or negative,
poi Ll o nEET g
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‘Strategic Plan.__

Busdzynskt says. They can be an
opponunity or a theeat. Oppor-
tunities make way [or offensive srate-
gies, capitalizing on your company’s
strengths, whils threats should be
handled with defensive strategies,
deflecting your company’s weakness-
e A Jot of people sort cut opportuni-
ties and threats after they write up
their mission, and that's backwards,
accarding to Budzynski.

“Your mission, and what you're
going to be a5 an arganization, gets
driven by whers you want to go to
play this game sucoessfully and what
those opporiunities you are unlquely
pitioned 1o ke advantage of” he
adds.

Critical success factors are found
by leoking at the pisces af the marke:
that you've decided 1o participate in,
aned thinkimg cuiside just your commpa-
ny. saying “So, what's it golng w take
1o dlo that? What are the companles
thal are gaing o be successiul in that
segment going to be able to de?

*You do this without any regard 1o
what you're able to do, because it's
easy b0 get kind of furzy on that,”
Busdmmski warns, “You need o say,
What's It polng 1o take thats cutsids
OUF company?

@ Develop Vision and Mission—
*An outline on how you're gaing 1o be
different amd how you're going to win
others in the markeplace doesn't have
maich energy. It’s knd of, 'So what* "
Budzynskl points out. Insbesd, he
advizes, “Think about it in verms of
wihat you'ne gaing 1o do that's unlgue,
beneficial and going to position you
hetter than anybody else in your mar-
kstplace. Use this liftle exercise: “To be
successhul, we have to, . " Get out your
chart with vour team and lay it out
When you get done with that, come
back and put them in some groupings.
Have a corversation about how you
think you all win this game. That will
be your basis as a vision for your arga-
nifzation.”

The mission is distinedy differens
from the wision. Instead of future
planning, the mission states what you
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are poing Lo do weday, foe whom and
tor what reasan.

“Chver time, wour mission may
change.” Budzynski notes. “Its unlike-
Iy, unless theres & major event, tha:
your vision over the Runare B golng o
change.”

i@} Develop Business
Imitiatives=—"T can’t tell vou how
many crganizations T have had the
apportunity to work with that did a
pretry good job getting right up 1o that
etission and vision statement, and
then they stopped,” Budzymshi recalls.
“They come back a year later, vou say
“How's i1 going? "Well, it's going okay,’
‘S0, how it's going tosvard your mis-
alon and wision? Well, vh, we got real-
Iy busy and the phones started rdng-
ing, 30w kind of went back 1o what
wie were daing.’ Nothing hapgpened.”

T avaid spinning your wheels,
Budrynski advises PCOs to take the
theme they put on paper and find
SmE Wiy bo put it into action. He
crganizes the plan by inftiatives,

“An infitatve is 8 major goal and &
supporting come sirategy, kind of like
“What [ want o get done and the
major things 1 think I'm gring to need
o get it dane " © he explains. “Keep
them in 8 burdls vou can manage, I's
very easy in the course of business—
particulardy If you have a preat strase-
v srssbon and you come oul wich all
thiz shuff—to come up with a laundry
list af 12 things you really have 1o do.”

You won't get all 12 done ina year,
he promises, or at least not dane well,

“What you've gat to do is say, How
can | bandle these into indtdatives and
define a Hmbted mumber of mandatory
missions thal are going 10 move me
over to the next year? “ he stabess. "I I
have nine of thaze, I'm going to work
on the first three, then next year well
et around to Ko, 4. We say four i
abx, bur depending on the size of wour
counpany, twio or thres might be a bet-
ter answer.”

Assign people to certain tasks to
carmy pat the initatives, and give them
deadlines to mest, “Semeone’s going
to o this seon” kils an inddative

guickly because there's no commii-
meent, Budimynski says.

B Identify Challenges o
Implementation—"1¢ you lay aut
what you're gaing to get done and
aren’t clear aboat what’s going to get
i the way of dolng b, vou often will
comme back and say, Those were grean
thimgs we said we wers going 1o da,
and somehow, it didn't happen,”*
Budzynski wams. “So, vou have 1o be
fairly camdid ”

He has found three things usually
get in the way of implementation,
inchuding not enough time, nog
enough moniy or 5ol eacugh skills w
caary it thraugh.

Tirne and resoerves e salved sime-
ply enowghs be says. You must quit
diing something else, hire extra peo-
ple or cutsource another project in
order o free up your staff.

“If this is about the future of vour
covmparny, is there anything elws
they're doing that’s more imporizmt
he asks. “Because if thers is, you've
got to ask yourself, "Are we really
commdited to doing what we said we
wanted to do "

Om the ssue of competency, FOOs
st Lake the timme to train their staff
o be able 1o do what the new initia-
tive requires, get people in who are
skilled in the area, ar do a combina-
tion of the hea,

In concluston, Budnmski says,
ot let the day-vo-day rowtine of ring-
img phanes, breaking equipment and
other pitfalls cloud your implemenis-
tion of a strategic plan

“¥oar ought to, in your market to
the extent you can, try to drive the
bz, e adds. “At & very mindroam,
fegere cut which way the bus is going,
find a way to get on it and be a pas-
senger If you don'’t, the future doesn't
loolk too bright, but if you do, yow will
Brd ways to compete, position your
company, your peodscts and services,
and be very successful * PR




