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MARK J. KRUPKA

WHY WE DO IT?

After graduating from college in the mid-70ôs 
I saw a notice requesting volunteers to coach 
the football team at a parochial school that I 
attended and for whom I played football.  I re-
sponded and ended up being an assistant coach 
for four years and the head coach for another 
four, until I moved from that area.  After I 
left, someone else took over and the program 
is still going strong.  People would often ask, 
ñWhy do you coach, you donôt have anyone 
playing?ò  My response was usually the same.  
I did it because when I was in the 7th grade, 
there was no team because there was no one 
willing to coach the team.  The next year, three 
men volunteered and we won the league cham-
pionship.  For me, starting at middle linebacker 
on that championship team was one of my best 
experiences in athletics and was the start of a 
pretty good football career for me.  I also did 
it because I loved football.  And it turned out 
to be very rewarding as I learned a lot about 
football, leadership and people.  I know that 
I had a positive impact on a number of young 
men, many of whom are grown now with their 
own families, but still call me ñcoachò when 
I see them.  One recently saw me and wanted 
to introduce me to his wife and children.  The 
feeling I got was worth all the hours and sac-
rifices I made.  

A lot of people ask me the same thing about the 
NAPP.  Why do I do it?  For that matter, why 
does anyone on the Board do it?  We arenôt 
compensated.  There are no perks, other than 
dealing with a great group of people.  And it 
does involve a fair amount of time.  Like many 
manufacturers, the Water Garden Industry is 
only one of many industries in which Ecologi-

cal is involved.  However, I have to admit, it 
is probably my favorite.  When we first got 
into the Water Garden Industry in 1998, I was 
impressed with the friendliness, quality and 
character of the people in the industry.  My as-
sessment was that the majority were that way 
because they were doing something they loved.  
While most people were making a good living 
at it, they were also working very hard, but 
they didnôt mind because they loved what they 
were doing.  I have met a lot of people who 
make a very good living doing something they 
hate, and, believe me, they are not that pleasant 
to deal with from a business standpoint.  Plus, 
I guess people who love Water Gardening are 
people that like nature and the subtle things 
that life has to offer.  

My first involvement in the NAPP started back 
in 2005 when Ecological was approached by 
Joe Kalbas, then the VP of Firestone Specialty 
Products, at the Pondapalooza in St. Louis who 
said that Firestone was going to make a dona-
tion of $5,000 to the NAPP and wanted to see 
if a few other manufacturers would pitch in.  
Ecological agreed to donate $2,500.  For our 
support, both Firestone and Ecological were 
offered positions on the Board, since manu-
facturers werenôt well represented at the time.  
Ecological volunteered me as their representa-
tive to the Board.  Then, in 2007 when Max 
Hammond had completed his term as Presi-
dent, I offered to serve as the President for a 
maximum of two terms.  After that time, I al-
ways figure that it is best to get someone who 
will give a boost to the energy level and who 
has fresh ideas so that the organization doesnôt 
stagnate.  
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It has been an interesting first term, and while 
we have continued to build on what was set up 
by the founders of the NAPP, we have a long 
way to go.  I donôt know how much further 
along we will be when I complete my second 
term in two years.  A lot of that will depend 
on the membership.  The Board has gotten us 
about as far as we can go with just our direc-
tion and support.  Now, we need the member-
ship to become more involved.  Where we need 
this involvement is in supporting our upcom-

ing Conference and Expo in Stone Mountain, 
GA Feb. 28th through March 2nd.  and in our 
educational programs.  We also  need people to 
help out on our Educational Committee.  

I have found acting as President of the NAPP 
very rewarding as well, and so far, worth the 
time and sacrifices.  Everyone on the Board 
feels the same way.  Hopefully, the NAPP will 
be around for a long time after I am done my 
terms and continue to grow as a positive influ-

ence and guarantor of the success of the Water 
Garden Industry because there are a lot of good 
people depending on us.

Why do we do it?  Well, just like the reason I 
decided to volunteer to coach football, we do 
it because we love the Water Garden Industry 
and want the best for it.  What better motive 
can their be?

There are two major factors 
that cause companies to go 
out of business.  The first is 
improper labor pricing.  Now 

letôs assume you know your costs of doing 
business and what to do as costs change.  Most 
contractors would breathe a sigh of relief think-
ing ñGreat, we are home free.  We know what 
it costs to do business and we know how to ad-
just our labor rates when things change.ò Not 
so fast!  Proper labor pricing is critical and you 
must change your labor rate as costs change, 
but understanding what to charge per hour is 
only piece of the puzzle.  

The second major killer in our industry today 
is cash flow.   A company can be priced ab-
solutely perfectly and still go out of business 
because of cash flow problems.  There are lots 
of things that affect cash flow.  The seasonal-
ity of sales and changing overhead costs affect 
cash flow.  However, even if sales and over-
head costs remained constant during all twelve 
months of the year, receivables can still play 
havoc with cash flow.  Yes, all of the above 
things significantly affect cash flow, but they 
are minor compared to the three things I am 
about to discuss.  Every companyôs cash flow 
will be dramatically affected by the three spe-
cific stages of growth I am about to describe.  
Every company reading this article has ei-
ther already experienced what I am about to 
describe, or they will sometime in the future.  
Each of the three stages of growth literally 
has the potential of putting the company out 
of business because of the cash flow problems 

they create.  If you find yourself in one of the 
stages of growth I am about to describe stop 
everything and put together a month by month, 
department by department, cash flow budget to 
project what your cash flow needs are going 
to be on a monthly basis.  Projecting monthly 
cash flow needs through proper planning is 
the only thing that will get a company through 
times of tight cash flow.

The first stage of growth affects every com-
pany.  It is when the owner moves from the 
field into the office.  In other words the owner 
stops working in the business and starts work-
ing on the business.  It is an essential stage of 
growth and is absolutely necessary for a com-
pany to increase in sales.  This first stage of 
growth is really a two-headed monster since it 
creates both a labor pricing problem and a cash 
flow problem.  Letôs assume you are the owner 
and you have been working in the field with 
one other tech.  Again assume you are paying 
yourself $30,000 in annual salary.  One day 
the light bulb goes off and you realize if the 
company is going to get much bigger you are 
going to have to get out of the field and begin 
to run the company like a real business.  Itôs a 
good theory and itôs the right thing to do.  The 
problem, however, is that the $30,000 salary 
you were paying yourself while working in the 
field just changed from being productive labor 
to an overhead cost.  The company now has two 
people in the field, the current tech and the one 
you hired to replace yourself.  Letôs again as-
sume both techs can bill out 75% of their time, 
which is high.  That gives the company 3,120 
billable hours a year (2 techs x 2,080 hours 

per year x 75% billable time = 3,120 billable 
hours a year).  With the owner in the office his 
$30,000 salary just became overhead.  If you 
divide the owners salary by the billable hours, 
that means the company will have to increase 
its hourly rate by $9.62/hour to cover the new 
overhead cost (owners $30,000 salary) while 
maintaining it current profitability.  Normally 
the movement of the owner from the field to 
the office creates a need for labor pricing to 
increase $7.00 to $12.00 per hour.  Few com-
panies make that kind of change in their hourly 
rate so the end result is lower profits and sig-
nificant cash flow problems.  Careful planning 
at this stage of growth is a must.  

Now letôs assume your company successfully 
made it through the above transition.  Whatôs 
next?  The next critical stage of growth occurs 
around the $700,000 to $1,000,000 mark in 
gross sales.  This is the point where the com-
pany must make some major investments in 
order to reach the next level of growth.  When 
the company approaches the $1,000,000 mark 
QuickBooks, or other effective, but simple soft-
ware does cover all the bases.  Now itôs time 
to install that new, totally integrated computer 
system.  The new system will cost the com-
pany from $5,000 to $50,000 plus training and 
normally at least one additional person to take 
care of the daily data entry.  Another strange 
thing happens around the million dollar level.  
You, the owner, begin to realize you simply 
canôt ñdo it allò.  You canôt run the crews, do 
all the estimates, make the sales presentations, 
order the materials and give the company the 
overall direction it requires.  Again, you sim




