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The company, Graves, Johnson & Associates is a variety business focusing on real estate reconstruction purchasing and reselling.  The corporate office includes Chief Executive Officer (President of the Company) alone.  The company operates across the United States usually through teleconferencing.  The company involves purchasing buildings to repair and sale for a profit.  I would take the Executive Summary, Financial Forecasting and Strategic Analysis, etc. to compile this strategic plan.  The goal is to show how Graves, Johnson & Associates, Inc. will improve by using this strategic plan.

Executive Summary

The success rate is based upon the interest in the consumer to purchase a home and the availability of that home to the buyer.  The goal is to work with real estate agent, construction/carpentry, and mortgage loan officer/banks in order to purchase the home, repair the home and resale the home for an increase value.  Graves, Johnson & Associates happens to be one of several small companies that have established this business.  The success rate has been tremendous in this area but the competition is fierce.  They rely on good help including the connections with the real estate agent and loan officer as well as the assessor and others involved in creating a great home.  

The companies as a whole compete with each other.  Determine the winner by who can supply what the customer need the most in the quickest and cheapest way.  The problem occurs because the competitors tend to be in the same circles therefore the customer attainability is limited.  Going beyond what is expected is not necessarily what the owners do to garner customers.  The results are several individuals working to get the others buyer to purchase there home.  The area is a major factor as well.  The hope is to garner a customer or steal from the competition.  This can cause a tremendous disrespect in the community yet a successful company in the end.  The companies tend to grow when the competition is irrelevant. 

Using the resources prosperous growth can be established in the company but only if they relinquish the idea of peer-to-peer advertising and step beyond to national acquisitions.  The sales can and should extend to clients who are willing to purchase at an excessive price as well as individuals who purchase based upon affordability alone.  All companies who have funds available may be willing to invest in the smaller companies while retaining services of the bigger companies so never be afraid to compete with the larger companies.  

In the end they want a successfully ran company with prosperous opportunities.  The goal is to establish this through this strategy by showing ways they can increase business through internal and external environment.  The preference is to maintain control of the industry but with the competition is not always expected.  So in the end, be successful and profitable using the strategy plan. 

Company Background

Graves, Johnson & Associates has been in business for over 5 years as a not for profit.  Now it is turning into a profit organization.  The product of the business was service from job searching, tax preparation, software training, Accounting, evaluation of small business/personal, investment referral including small business loans and grants, sales and acquisition training and as of recently real estate/mortgage home purchasing.  As any business, Graves, Johnson & Associates has had a few problems mostly maintaining clientele because they did have the funds to pay for the service.  Unlike most, the company still exists today.  The reasoning is based upon the drive to help and assist as needed.  The work tend to be the best available to each individual.  


The company now is domestic alone.  The service normally is underpaid, unemployed, underemployed or small business owners.  Usually the service is done with excellent customer service.  They also have an on call customer service available to help with questions concerning their transactions.  The company caters to local as well as national individuals/companies so the company may be small but can be extremely busy.  The competition is the main reason for the minimum success of the company.  There tend to be too much competition in the industry.  Big business can use companies such as Department of Unemployment Security to have provided the services that are needed.  At the same most are not comfortable in that environment so those are the ones that suffer and the ones the Graves, Johnson and Associates tend to provide services for.  The company is success based on the service delivered, which is the reason they maintain clients all over the United States. 

The strongest part of the company is they tend to do a great deal of things internally and alone without extra assistance. 

Vision Statement

 “Everyone can succeed but the information must be available without prejudice for them to succeed.”

Mission Statement

 “No matter who you are, race, creed or culture, or what you do.  Graves, Johnson & Associates can assist you in your increase through exploration of your current situation and advisory to create a strong working individual or company worldwide.”

Corporate Values

Graves, Johnson & Associates has specialized in service from job searching, tax preparation, software training, Accounting, evaluation of small business/personal, investment referral including small business loans and grants, sales and acquisition training and as of recently real estate/mortgage home purchasing. Serving smaller business of all kinds to individual clientele.  The customers enjoy excellent, fast and convenient services.  GJA provide customers service 365 day at 24-hour days for questions and concern to determine the best approach in any situation including real estate. 

Environmental Analysis

INTERNAL ENVIRONMENT

Marketing 

Objectives—There are no clearly defined marketing objectives in Graves, Johnson & Associates.  The company’s objective as a whole is to be a successful, profitable company.  There are times when this occurs and times when business is slow.  Although they maintain a customer, there are times when services are not necessarily needed.  In this, sense their profit lags.  They hope to maintain a customer list that will advert any lost of profits in the near future.  They need to expand their sales to more than owner contact but in time, their objective will be attainable.  They were very successful in the previous year I was there of operation based on expectation.  The objectives they used so far has been very successful because there was no profit expected but now it will change towards a different type of service that would include real estate or reconstructing old homes for purchase.  This will add the revenue that is needed to continue the business in the near future. 

Tactics—There are defined tactics for each strategy as was mentioned before.  In a business sense, the tactics may not be what is expected but this is what has been done so far to make their business a success.  There will be defined contracts that establish their relationship from the beginning.  The professionalism and friendliness shown show their customers that they are not just any service business.  The success is based upon a good working relationship and the advertisement involved. The tactic is be professional and friendly and they garner the business they want with the exception of competitors who win over some customers.  The innovation comes from the different tactics beyond the professionalism already exhibited.  If they must compete with another, the opportunity to adjust to the customer in the end hopefully, winning the deal.  Still most of the tactics used are the same for any company.  In the end, they acquire a customer; they deliver the services required and get the fulfillment of completing an order or making someone satisfied with their situation. Bonus may be included but that depends upon their relationship with the customer.  Now the tactic is to add additional help from the real estate/mortgage broker to purchase, reconstruct and sale the homes. 

4 Ps—

· Product—The product is service including job searching, tax preparation, software training, Accounting, evaluation of small business/personal, investment referral including small business loans and grants, sales and acquisition training and as of home purchase reconstruction and sale.  They expect customers to want us to deliver service immediately when needed.  There are no changes available to us to vary from one to another except if the customers desire service.  In this, the service is appropriate for what is expected. Their products are handled based on the customer’s request.  Some require more delicacy than others but they tend to work based on their customer’s expectation. 

· Price—They initially had a barter price or no charges system but now are in the process of establishing prices based on marketable rate.  They adjust based on each customer needs.  If competition is involved, they are strategizing their price to beat them out yet gain enough profit to maintain the company.  The adjustments are usually manual over a calculated strategy.  The change in prices comes with the increase in services.  They can increase their price if the customer requires more or the value of the home is more.  That is only when a change in pricing occurs.  The original price is usually established in their contract at the beginning of the services so there is no expectation of any problems.  In this they tend to gain profits based on industry and market expectation depending on the service provided.  The type of company they hold uses their own pricing strategy as well as other competitor prices to establish their policy.  They change this to win a customer from a competitor.  Other than that, they maintain the same prices across the board. 

· Place—The service is currently provided either in person, teleconference or through associate connections.  The basic interactions are usually done when the customer approach the company or times the company purchase a client in need.  Now the company will use outsourcing in order to garner their clientele base. Because the organization was an initially a non-profit company what they way they have maintained have not been a problems from the customers. They are hoping to increase business and profits based on the increase in area and services provided.  

· Promotion—They are limited but the word does get out about Graves, Johnson & Associates enough so that they get the business they desired.  Yet, their goal is to garner more.  The strategy they current use has been helpful in the past.  The cost was small to do the sales they do now. It will increase tremendously with the new service or home purchase, reconstruction and sale. They added on newspaper advertisement, which placed as part of their budget for the year.  Since the business was so small in nature, their success was based upon their customer satisfaction.  It will show the success of promoting their business in the end over a 2-year period. 

· Sales—I would say this is where Graves, Johnson & Associates lags at the most.  While in their financial reporting the forecast for sales or garnering more customers was not considered.  There were discussions on increasing business.  They also considered ways in which they might do this.  Yet, sales were never considered in numbers.  The objective was to increase business.  They did that but not in a financial standpoint.  The company needs to add a sales person on to the team beyond the owner’s minimal contacts.  In this, they might have been successful enough to maintain business without losing any thing.  Yet, they had to find ways to increase profits before this could be established. They might have been successful in acquiring a sales person as a consultant but not as an employee.  So in the end they might have been able to acquire more customers but was unsuccessful in this. 

SWOT 

Strengths

While every company may or may not have growth certain individual strengths come with this growth.  The strengths we recognize at Graves, Johnson & Associates include they are a steady company with quality service and prices.  Their strength lies in their consumers.  Here is a list of others strengths that might be included:

1. More competitive

2. Strong market growth

3. More emphasis on customer service

4. Expanding hours of service including customer service

5. Adjustable prices

6. Lower operating expenses

7. Changing population demographics

Weakness

While the strength is what keeps the company going the weakness is what causes the companies to fail.  The list of weakness thus far is Capitalization, loyalty, and competitors.  The weakness stems from the Capitalization.  What this entails is that while Graves, Johnson & Associates is unique in services each other competitor does not necessary take away that service.  The loyalty factor of the customer is a problem as well.  The customers tend to go to the other major suppliers.  Then, of course, the bigger companies who have more freedom to provide the same services from their location at a cheaper price and rapid delivery. 

Opportunities

Now opportunities exist in all companies.  The hope is to take the opportunity and run, in a sense increase profit and productions based on this opportunity.  The opportunity that has presented itself to us is that with growth and their own funding they plan to increase customer base domestically as well as internationally.  The most exciting opportunity is to add a more advance service in the purchase reconstruction and sale of homes, which then they will have grounds to compete more so with their competitors.  Each of these opportunities will not only increase visibility but also increase revenue and profits for the company as a whole.  

Threats

This do not necessary seems like an evil term, the word threat but it is.  Threats are what destroy companies.  There are threats in any companies but the major threats come from the competitors themselves.  Competitors are an evil word when in comes to profit.  Most competitors try to find ways to take business from each other.  Specifically the bigger businesses that provide the same services that advertise the services to get the consumers to use their services over companies like GJA.  That is only a small threat.  The real threat comes from technology and fickle consumers.  While people have an opportunity to use any home purchasing services, some tend to use the most popular.  To get beyond that point I plan to work with the major companies Realtors and Mortgage brokers in order to be viewed by the consumer as more successful and honest.  Because of the convenience and ease to find this type of company is the major reason.  Still if they use GJA in the end, they are not losing out at all.

EXTERNAL ENVIRONMENT

Remote Environment

“The remote environment comprises factors that originate beyond, and usually irrespective of, any single firm’s operating situation: (1) economic, (2) social, (3) political, (4) technological, and (5) ecological factors.”  (Pearce & Robinson, pg. 79) This is the most difficult to explain of the three environments since the company is so small.  

· Economic Factor: The economic factor that was most affected in the past was the lack of funds available to customer.  Most of the service was done free or through the barter system.   The industry has increase in business since then but it is difficult to maintain.  

· Social Factor: The social factor is based upon the companies mission statement and each employees’ culture and background.  In the type of workforce established by GJA there is great deal of diversity.  They company service is usually done through the field the social culture is not a consideration unless they consider internal offices.  

· Political Factor: The political aspect is from the contract itself and what it entails.  This is established in advance.  There is a general contract that may be signed by each individual customer.  Another aspect that is a major concern for GJA is finding the right clientele.  The reason this is important because they tend to not have the funds to pay for the service.  This problem needs to be corrected in the company.  The pay for service rendered are so low that there are times when the company is inoperateable because of difficulty getting to your clients in need or areas where your service can be used.  Other than that the political concerns of the company is minimum.

· Ecological Factor: The ecological factor is only a problem when one considers the pollution in the air.  This tends not to be a problem at all unless we consider company car.  The company car tend to be in the most horrible shape causing air pollution from the gas fumes because of the brand and lack of funds to maintain or purchase another of better quality.  This has been rectified in a sense by passing air pollution laws including forcing the automobile industry to include expensive emission controls when creating their automobiles.  In addition, gasoline stations had to allow low-lead and no-lead products as part of their services. (Pearce & Robinson, pg. 85)  This decreases the amount of pollution in the air.  There are other ecological concerns but they are more of a world problem.  Such pollution’s, as Water pollution, which does not affect GJA, and Land pollution. 
· Technological Factor: Graf is a company who tends to provide technological training as part of their service.  And creates its own program to maintain books and accounting functions.  The current system in use is excel spreadsheets.  For the most part the technology enhancements will come internally except the basic use of the Microsoft package. They are in need of a laptop in which the training can be mobile and the research or connection to the real estate and financial information can be immediate.  So far they own a home desktop to do most of their business. They will meet a customer in a public location if necessary.

Industry Environment 

The industry environments consist of five forces.  They are “the threat of new entrants, the bargaining power of customers, the bargaining power of suppliers, the threat of substitute products or services (where applicable), and the jockeying among current contestants”(Pearce & Robinson, pg. 90).  While, Graves, Johnson & Associates is a good company, such known companies who GJA competes with are more popular.  A customer is more likely to go to those known companies unless there are reasons to be loyal to GJA.  The small service business, are a severe competition for GJA, especially by those privately held owners who would require minimum pay to provide the same service.  In the end GJA tend to acquire certain customers and through word of mouth acquire more.  They pursue after others but the competition can be extremely high allowing little or no new customers.  

Operating Environment 

The operating environment entails a company’s success in acquiring needed resources.  These factors may include the competitive position, the composition of its customers, reputation, and its ability to attract good clientele.  Competition is fierce.  The needed resource in operations normally comes internally.  That is reinvesting back in the company.  The reputation of GJA is a factor as well.  They have been around for more than 5 years with minimum amount of problems except financially.  The resources to maintain the company were lost in the economic struggle.  So therefore, the edge GJA had was lost because of lack of funds.  

In the end, these three environments can shape up the entire business.  They are intertwined and separated at the same time.  This means that in order to operate one must understand the industry and the remote environments involved, etc.  The result is a company ran smoothly knowing the expectation of possible problems and complications in the end.  These environments allowed GJA access to run a smoothly ran company and remain open through problems and unexpected circumstances.

Long-term Objectives

To expand the business aggressively and offer above-average returns.  To become the leading, innovative service that provide job searching, tax preparation, software training, Accounting, evaluation of small business/personal, investment referral including small business loans and grants, sales and acquisition training and home purchasing reconstruction selling.  To acquire dedicated, hard working creative associate, to maintain personalize technological advances in our company.  Maintain and acquire more customers in our current lists.  Increase profits as a whole in the company itself.

Strategic Analysis and Choice

· Sales – The Company has been a success thus far but increasing sales will cause it to become more profitable.  The goal in this is to establish a sales technique beyond ‘Word of mouth”.  Working with the right candidates will increase the potential in the end even for a short-term basis.  The expectation is to increase not only the sales but increase visibility.  The sales professional may also have contacts that he might explore that the owner may not have established in his history.  They hope to not only increase their customer base but also increase profits in the end. 

· Employment – They would like to work with the right individuals in the company.  With the increase in business, their potential to work with the best would increase.  They would like to establish more real estate and mortgage connections.  The staff is successful in handling the current finance but there is always room for additional employees.  The owner may require extra assistance as well.  While the additional sales person may be enough a personal assistant is always better. 

· Background Check – They will soon do a background check for each new client.  Specifically the homebuyers.  This will give us information on financial stability.  With these additional items one might be able to decide if these people will be able to afford to pay them after service rendered. 
· Technology – The software they used was Microsoft office, which is good for a small business, but with the expected growth, they should add more software catered specifically to the their business.  The fax machine is sufficient for its purposes but they need to add a copying machine and small office supplies, which is necessary to run the company smoothly.  Technical support may be to advantage as well since they do not have an employee who are available to use for the purpose now.  This should be sufficient addition for the company as a whole. 
· Services  - Services is excellent now but there is room for growth.  They need to assemble a meeting session for their all workers involved as well as staff to show them how their customers should be treated.  With their help they will maintain their customer base and hopefully get recommendation of other companies in need of their services.  Their goal is to treat the customer, as they would expect them to treat us.  The meetings should be on a monthly basis to confirm everyone is doing what is expected of them.  The meeting should extend beyond the company because are a diverse amount of clientele one must associate with.  The service is what keeps the customer so they need to maintain customer service in their area.  

Plan Goals and Implementation

Graves, Johnson & Associates goal is tackle each challenge and tailor the services to the customers need.  They provide diligent, innovative and flexibility for the solutions of the customer’s needs.  The implementation process has been set in place.  The only necessary change in this process is including the changes they were listed above in the Strategic Analysis and Choice and by actually doing what was explained. 

Financial Projection and Analysis

Currently Graves, Johnson & Associates operating under a non profit capitalization.  The company is considered a service provision business.  The company maintains its private association thus far.  The hope is to increase enough by adding customers.  Using other similar companies, the financial projections for the following year will be as follows:

	Operating Data:
	2006
	2005
	2004

	Revenues
	            158 
	            140 
	            124 

	
	
	
	

	Expenses
	
	
	

	General and administrative
	          1,198 
	         1,180 
	         1,163 

	Interest
	
	
	

	Other expenses
	              27 
	              35 
	              45 

	
	          1,225 
	         1,215 
	         1,208 

	
	
	
	

	Income from continuing operations before income tax provision
	         (1,067)
	        (1,075)
	        (1,084)

	Income tax provision
	
	
	

	Net Income
	 $ (1,067.00)
	 $ (1,075.00)
	 $ (1,084.00)

	
	
	
	


Because I tend to use GJA as a nonprofit organization there tend to be no or minimum revenue involved.  For the past years it has been catered to providing services to the needy. Thus far the above represents my financials over the past few years.  The expenses has outweighed the revenue and the expenditures came mostly out of pocket.  There was nothing available to reinvest.  There were no grants or loans acquired to supply the need for expenses.  Now I plan to add realestate investing on to this organization.  Using other data I acquired financials and forecasted my expected financials.  The table below shows

	Operating Data:
	Y3
	Y2
	Y1
	Y4

	Revenues
	        316,340 
	      280,719 
	      248,806 
	 $   394,122.47 

	Rental and other property
	          10,951 
	       23,146 
	         6,027 
	 $     13,643.66 

	Management and other fees from affiliates
	        327,291 
	      303,865 
	      254,833 
	 $   407,766.13 

	
	
	
	
	

	Expenses
	
	
	
	

	Property operating expenses, excluding depreciation and amortization
	        105,351 
	       95,801 
	       80,737 
	 $   131,254.97 

	Depreciation and amortization
	          79,978 
	       71,656 
	       56,647 
	 $     99,643.19 

	Amortization of deferred financing costs
	            1,970 
	         1,587 
	         1,197 
	 $       2,454.39 

	General and administrative
	          19,148 
	       18,084 
	         9,637 
	 $     23,856.16 

	Interest
	          73,614 
	       63,023 
	       52,410 
	 $     91,714.39 

	Other expenses
	            5,827 
	
	
	 $       7,259.76 

	
	        285,888 
	      250,151 
	      200,628 
	 $   356,182.85 

	
	
	
	
	

	Gain on the sales of real estate
	            6,391 
	         7,909 
	
	 $       7,962.44 

	Interest and other income
	            8,621 
	         3,173 
	            688 
	 $     10,740.75 

	Income from continuing operations before income tax provision
	          56,415 
	       64,796 
	       54,893 
	 $     70,286.46 

	Income tax provision
	           (2,538)
	           (257)
	
	 $      (3,162.05)

	Income from continuing operations
	          53,877 
	       64,539 
	       54,893 
	 $     67,124.41 

	Discontinued operations:
	
	
	
	

	Operating income from real estate sold
	            1,693 
	         2,117 
	         2,640 
	 $       2,109.28 

	Gains on sale of real estate
	          26,581 
	
	
	 $     33,116.80 

	Impairment loss
	
	           (718)
	
	

	Net Income
	 $   82,151.00 
	 $65,938.00 
	 $57,533.00 
	 $   102,350.49 

	
	
	
	
	



Using the financials from Essex, which is a very similar company to Graves, Johnson & Associates except bigger, I was able to comprise a financial forecast for Graves, Johnson & Associates.  The forecast is based upon the following years forecast using data from the years 2004, 2005 and 2006.  This showed a possible net income of $82.1K in Y3, $65.9K in Y2 and $57.5K in Y1.  A forecast of $68.5K was established at approximately as 2% - 3% increases in revenue per year.  This is showing mostly stability in GJA based upon the data I acquire for Revenue but the goal is to increase in revenue, which will cause an increase in net income.


The Financial Goals of Graves, Johnson & Associates are listed below:

· Increase cash flow 

· Increase returns

· Growth in business

· Customers acquired 

· Growth of the Internet search and contact.

· Reinvesting retained earnings

Critical Success Factors

1. GJA has the services needed to be available at any moment in the day.

2. Service is based upon as needed.

3. Variety of Service options including:

· Job searching

· Tax preparation

· Software training

· Accounting

· Evaluation of small business/personal

· Investment referral including small business loans and grants, sales and acquisition training

· Home purchasing reconstruction selling

4. Providing extra advice or information as needed. 

Controls and Evaluation

     The controls and evaluation set in place for GJA is mostly catered to the policy set forth for each customer to obtain business.  Several documents must be filled out prior to service rendered based upon the service provided.  

Conclusion

In conclusion, there were several different aspects established in our strategy in Graves, Johnson & Associates, Inc.  While this may not add to the success of our company this is a starting point in continuing maintaining the company.  The strategic issues included the Environmental Analysis: Internal as well as External Environment.  It will end with the approximate forecast and success factors that will increase business and profits within the company.  I have concluded that Graves, Johnson & Associates, Inc. can use this strategy plan to increase business and profits within the entire organization.
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