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Dear IMQA Members,

It has been a sad time for us here in the IMQA family with the 
loss of our dear friend Carol Wiles on Thanksgiving Day. Carol 
lost her fight with cancer and touched so many of us along the 
way. She wore many hats in your organization from quilt show 
chair to office manager, treasurer, bookkeeper, membership 
director, registration director and friend to all. We will miss her 
very dedicated work ethic as well as her sense of humor. We 
dedicate this issue of On Track! to our friend Carol.

In this issue Linda Thielfoldt has written about her friendship 
with Carol, and the IMQA board members have collaborated on 
our memories of working with Carol during the short period of 
time we knew her.

A new year has arrived and along with it some new things have 
been added to your magazine. The Canadian Machine Quilters 
Association has shared some recipes with us. It’s always a treat 
to get a few new ideas to put on the table. If you or your guild 
have some recipes to share please send them to editor@IMQA.
org. We will be happy to share them with our readers.

The new Foundation Grant Guidelines are printed in this issue. 
If you are in business as a machine quilter or know of someone 
who is who may qualify for a grant get the application in before 
the February 20, 2009 deadline. These grants are funded by the 
quilt auction held every year at the show. Quilts are donated 
by past grant recipients, teachers, attendees and friends of the 
Foundation.  If you would like to donated a quilt this year check 
on page 35 for information on how to participate.

We are looking for someone to fill the position of Education 
Chairman. If you are interested in getting more involved in 
MQS and would like to know more about this position please 
contact any of the IMQA board members. Working with the 
great group of teachers within the longarm community is a treat 
and getting to know them through this job is a great opportunity.

Resolutions! Have you made any? I have one to suggest. En-
courage at least one person to become a new member of IMQA. 
There are thousands of longarm quilters in the world and some 
may not be aware of your organization. Spread the word, with 
more members we can do more for your industry.

Happy Quilting!
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Logistics – How will you get it done?
By Patricia C. Barry 

Managing Editor’s Note:   In the 2008 Winter Issue of On 
Track! Magazine Pat outlined the basics of building a business 
plan.  Her series continues to explore each of the Business Plan 
Elements that she originally introduced.  Pat will be dividing 
Part 5, Logistics & Marketing, into two parts because both are 
too important to abbreviate!  

Part 1: Business Plan Basics 
Part 2: Formulating your ideas.
Part 3: Products and Services
Part 4: Who is your (potential) customer?

Part 5a: But How?  Logistics
Part 5b: But How?  Marketing – attracting and keeping customers
Part 6: Financing the dream
Part 7: Timelines and Milestones
Part 8: Updating Your Business Plan.

The previous two segments of this series on Business Plans 
discussed the products / services you might offer and the 
customers that will value (and pay for) your services. 

So, you know what you will offer, and who may be interested.  
Now you need to define how you will make that happen.  
Anyone (like a banker) that reads your plan will expect to 
read about the processes you will have in place to manage 
your business.  Bookkeeping is one process that is obviously 
needed, and there are many choices of accounting systems 
that will do this for you.  Before you choose an accounting 
system however, identify the processes that you really need so 
you won’t be tempted to implement a process just because it 
was part of a “Cool” system.  If the process doesn’t provide a 
business benefit, don’t do it! 

For example, my accounting software can keep track of my 
inventory for me, and can tell me when I need more thread.  
If I had a retail store this might be worthwhile, but I have 
a quilting studio.  Why waste the time and effort inputting 
the thread purchases and estimated usage information into a 
system so a report can tell me when I need to order more?  I 
can just walk over to my thread rack, look at the thread cones 
and order the colors that I need.  So, don’t get carried away 
with implementing processes that have limited business 
benefit.  Instead, examine the processes that you really need 
by documenting the way you will conduct your business.  Big 
business calls this logistics.  

Logistics – is the management of the flow of goods, 
from origin to destination.  In our context, we don’t mean 

transportation flow but rather the steps needed to complete a 
project.  The project is quilting and the steps include everything 
that happens from receiving the quilt top to delivery, payment, 
and end-of-year taxes.  By writing all this down, you will be 
identifying the details that need to be considered – like business 
hours, payment terms, invoices, and worksheets.  Then, identify 
the processes you need to have in place, to handle these details. 

As an example, look at the number of customer contacts 
required to finish one quilt:  

Customer Contact #1 - The Initial Contact (Usually done by 
phone, e-mail, or in person.) 

Introduce yourself and your business - without  •
bragging, mention your credentials.
Take the time to listen to what the customer is asking  •
for, and help them by offering information they may 
need. 
Be sure to thank them for their inquiry and ask how  •
they heard about you.  This will help you evaluate your 
marketing programs and materials. 
Get their name, address, e-mail and phone and offer to  •
set up an appointment to discuss the quilting job. 

Details to consider in Customer Contact #1 
* Marketing materials with your contact information, (how else 
will they find you?).
* A phone (and a place to conduct a conversation without 
interruptions). 
* Short overview of you and your business. Offer answers to 
questions they may not know how to ask:  My current backlog 
is ….. My prices range from … to…  I require payment when 
…… I would be happy to show you some of my work. 
* Call Contact Form of some type (to record the details about 
the call).  Include, “Needs Assessment”, questions you ask 
which will help you determine what they need:   Have you ever 
had someone finish your quilts before?  Is this for a special 
occasion?  Do you have a deadline?  How did you hear about 
me?

Customer Contact #2 – The Consultation
First time customers need to know how you conduct ••
business so take a few minutes to explain the process.  
You may want to show examples of your work. 
Discuss the job – Open up the quilt top and ask ••
questions about how they want it to be finished.  
While measuring, look the item over for any potential 
problem areas so they can be identified and discussed 
before the customer leaves.  Suggest quilting designs 
based on the customer’s preferences, the quilt top, the 
budget, the occasion or the recipient. 
Complete the worksheet –Record the choices made ••
(patterns, designs, thread colors, battings, backings, 
bindings, etc) and itemize the cost.  Estimate the final 
cost and discuss payment options.
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 Details to consider in Customer Contact #2 
* Where will the consultation occur and what are your business 
hours? 
* Create photo albums to show your work and different styles 
of quilting.  You may also show samples of quilts done at the 
various pricing brackets. 
* Price Lists should explain the pricing for your services and 
the prices for all supplies that are not included in the cost for 
the services. 
* Create a worksheet that contains all the information you 
need, and the services you offer.  This form will guide the 
consultation and help the customer understand all the steps you 
need to take to produce a quality result.  Itemize the cost of the 
supplies and extra services (binding, turning, thread changes, 
etc). 
* Have a pricing policy that explains payment options. 

Customer Contact #3 – Pickup & Payment
Display the quilt, discuss the details if desired. ••
Discuss binding, rod pockets, blocking, washing, etc., ••
offer instruction sheets.
Encourage labeling, especially for show entries.••
Show entries – ask to be included on the label and on ••
the show entry forms.
Payment & receipts.••

Details to consider in Customer Contact #3 
* Appointments are needed for pickups or deliveries, so 
schedule adequate time. 
* Offer suggestions for finishing if appropriate.  Again, 

instruction sheets for different techniques might be appreciated. 
* If using invoices, include all the line items that make up 
the total bill, even the supplies, extra services, and discounts.  
Payment processing should include a receipt. 

Customer Contact #4 – Follow Ups
Thank You notes.••
Concerns or complaints. ••
Mailings (electronic or Postal) for newsletters and/or ••
promotions.

Details to consider in Customer Contact #4 
* All correspondence needs accurate contact information. 
* Customer complaints should be treated with care – your 
reputation is at risk. 

Processes
The workflow (customer contacts) described above is typical 
of many professional quilters but if your own situation is 
different, be sure to document the variations.  If you work with 
another person or business be sure to get their input.  This will 
help ensure that everyone’s expectations are the same.  

Review the details of each customer contact and identify the 
processes that need to exist so the details can happen.  Some 
processes you’ll need are: 

-  Calendars for consultations, pickups, deliveries. 
-  Workload scheduling (First In, First Out?, Rush 

orders?, Reservations?)
-  Worksheets and pricing (Record preferences, 

estimates, problems, and results.)
-  Customer contact logs (Name & address, e-mail, 

website, cell phone, log of all quilts? Log 
preferences? Track referrals?)  

-  Payment processing (Cash register?, Check 
verification?, Credit card merchant account?, 
Invoices and receipts.)

Once you define the processes, be sure you have the 
equipment, knowledge, and skills required.  If you don’t, your 
Business Plan must include a Training Plan.  Even if you do 
have the equipment and knowledge, a plan for on-going skills 
enhancement is a good idea, especially when it comes time to 
developing a budget.

Training Plans – If your business plan is required for a 
business loan for new equipment, have separate Training Plans 
for “Before” and “After” the acquisition.  The “After Purchase” 
training plans should include hands-on classes whenever 
possible. Include the steps you will take to log some practice 
hours. 

The “Before Purchase” training plans will be broader in scope 
and were probably started when you were doing your research.  
Hopefully your interest in professional quilting has already 
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introduced you to trade associations, quilt show organizations, 
guilds, internet discussion boards, books, and magazines.  
(A list of some trade associations and other resources for 
professional quilters is included at the end of this article). 

Read about the various aspects of professional quilting using 
any media available.  Join a discussion group on the internet 
and read what other people are asking about.  You will get a 
taste for the realities of professional quilting and you will be 
exposed to questions that you haven’t even thought of yet, 
including new quilting supplies, tools, notions, and techniques.   

Remember that the members in most internet discussion groups 
are not experts, so don’t believe everything you read!  For 
instance, if a question about a problem is posted, it is possible 
to get numerous answers.  Each person that responds is sharing 
their own personal experiences with you so if some of the 
responses are similar, chances are high that it is probably worth 
trying.  Even if the other responses are different, you will learn 
that multiple things can cause a problem.  This knowledge will 
help you by teaching you to troubleshoot your own problems. 

Many of the discussion boards keep an archive of previously 
asked/answered questions.  As a member you would have 
access to those archives and you can search for keywords 
that describe your own questions or problems.  And, if the 
questions/answers seem important enough, print them and start 
a file folder of your own “Hints and Tips”.

Summary 
In this article I used the “Customer Contacts” as the guide to 
choosing the processes that are needed.  This may seem like I 
addressed the logistics backwards but this approach actually 
prevents you from including processes or tasks that seem good 
but have limited business value.  Always try to streamline your 
processes so you don’t waste time doing things that don’t have 
real business value.  The fewer systems you have, the easier it 
is to keep them synchronized. 
  
Professional Associations:

IMQA – International Machine Quilters Association – 
P.O. Box 419, Higginsville, MO 64037
Web site is www.IMQA.org
Publication:   On Track!  A Magazine for Professional 
Machine Quilters

IQA – International Quilt Association – 
7660 Woodway Drive, Suite 550, Houston, TX  77063
Web Site: www.Quilts.org, 
Publication:  Quilts – a World of Beauty

NQA – National Quilting Association – 
P.O. Box 12190, Columbus, OH  43212
Web Site:  www.NQAQuilts.org

Publication:  The Quilting Quarterly

AQS – American Quilting Society – 
P.O. Box 3290, Paducah, KY  42002
Web Site: www.AmericanQuilter.com
Publication:  American Quilter Magazine

Quilt Shows: (offering classes on professional or 
longarm quilting) 

AQS Shows (3 locations)   www.AmericanQuilter.com  
Home Machine Quilting Show   www.HMQS.org
Innovations   www.MQInnovations.com
MQS – Machine Quilters Showcase   www.IMQA.org
MQX Machine Quilters Expo    www.MQXShow.com
NQA Show, Columbus, OH,   www.NQAquilts.org

Publications: (geared toward professional or longarm 
quilting) 

The Professional Quilter -  The Business Journal for 
Serious Quilters
22412 Rolling Hill Lane, Laytonsville, MD  20882
www.professionalquilter.com 

Unlimited Possibilities and Machine Quilting Unlimited
Meander Publishing , PO Box 918, Fort Lupton, Colorado 
80621
www.upquiltmag.com

Internet Discussion Groups: (numerous quilting 
topics)

The Longarm List   www.Quiltropolis.com
Machine Quilting Professionals   www.yahoo/groups 
Google Groups   www.groups.google.com
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