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Summary Page
Your business plan is your road map to success, and it greatly increases your chances for success. A plan might be required by a lender, investor, supplier, or even a landlord. Even if you don’t need a plan for the outside world, you should do it for yourself, because you want to do everything you can to improve your chances for success. Think how much time is spent planning vacations and weddings. A business which may shape the rest of your life is certainly worth an equivalent effort. 

A business plan can be as short as two pages or as long as fifty. As a general guideline, shorter is better. Ten pages is a good number to shoot for. Avoid exaggerations, mush, and puffery. Avoid cliché’s like “exceed expectations.” Be specific, factual, and conservative. Use tables, charts, graphs, headings, bullets, and lists liberally. Use attachments for supporting material such as resumes, web page printouts, product brochures, photos, maps, financial projections, market size data, etc. You should include all the sections listed below, but you don’t have to answer every question associated with each section.  Use the questions as idea joggers, and go beyond the questions as appropriate. Put a heading on every page. Number your pages. Use this outline as a starting point.  Remember, a business plan is evolutionary.  Be sure to include the reasons why you made decisions. You will want to refer back to them in the future to refresh your memory. Save your old plans so you can see how your thinking has changed. Your plan will grow as you grow.  It will become more focused as you become more focused. More than anything else, the written business plan will force you to think deeply about your business. Just get started and get something on paper. You might start your business plan with a one page summary including such information as the following:
Business Name:
Name

Owners: 
Name, address, phone numbers, email

Location/Address:
Address, phone numbers, email

Web Address:
www.moneymaker.com 

Business Structure:
Sole proprietorship, corporation, LLC. etc.
Ownership:
Names and percentages

Employees:
Number

Date Started:
Date
Product or Service: 
One or two sentence description

Mission Statement:
The mission of ……. is to …….. Make it short, memorable, motivational, focused, and realistic.

LTV:
Long term vision (revenues, employees, and/or locations)

Company Slogan: 
Customer/sales oriented slogan
The Business
Background
What is your business? Why is it a good idea? Why do you want to start this business? How big do you want to get in terms of annual revenue and numbers of employees? How big do you want to be compared to the competition? Briefly describe the environment/market in which you will be operating. Explain how your product or service fits in the environment and what market demand it satisfies. Briefly mention your unique selling proposition (USP) which will be expanded upon in the sections which follow? What corporate culture do you hope to establish? What mistakes from previous businesses do you plan to avoid? When did you start your business? What is your plan for transitioning into it full time? If it is already running, when did you start, and what results have you had so far?
Products and Services

Describe your products and services. What makes your business special or different from everyone else? How much skill is required to build your products or perform your services? What barriers to entry exist, that is, how is easy is for someone to copy your business model? Present your products or services in a list or table with explanations. Make it easy for the reader see the big picture. How can automation or computerization be used to streamline your products and services? 

Owner and Management Team
Explain who you are and why you are qualified to start and run this business. What experience do you have to perform all the functions associated with running a business? You need much more than the technical skills to build the product or perform the service.  Those skills are necessary but far from sufficient. Your goal in this section is to convince the reader that you can in fact make your dream a reality. Be sure to list any awards, articles, books, or industry leadership position you hold. Your plan as a whole should establish you as planner and a doer, not just a dreamer. Who are the owners and what percentages do they own? What function will they perform in the business? How will decision and responsibilities be shared among the owners? Balance what you put here with the operations and personnel sections discussed later. If you have a board of advisor, list them with there qualifications here.
Critical Success Factors
Here is where you want to put those things which, if they don’t happen, will make it impossible to achieve you plan as described. Include anything which will limit your ability to be successful. Items might include:

· Securing starting capital to rent space, hire employees, etc. 

· Ability to hire and retain qualified employees

· Location of suitable retail, office, or shop space

· Licenses such as liquor 

· Construction of smooth running web site

· Securing a critical patent

Advisory Team

Provide a list of your advisor team with a brief bio. If you have a board of advisors you should include them as well.

	Advisor
	Name
	Phone
	email

	Accountant
	
	
	

	Lawyer
	
	
	

	Banker
	
	
	

	Consultant
	
	
	

	Insurance Agent
	
	
	


Marketing

Who is Your Ideal Customer
Who is your customer? Paint a detailed picture of your ideal customer? This is crucial; you want to see the whites of his eyes? Make your target easy to hit. How many customers are there? Where are they located? How will you reach them? The following table may help you categorize, segment, or profile your customers? 
	Demographics
	Psychographics
	Biz to Biz

	Age

Sex

Education

Income

Race

Marital status

Location

Car/house owner
	Life style choices

Personal interests

Likes and dislikes

Magazine readership

Travel interests

Hobbies

Health

Fashion preference


	NAICS / SIC 

Number of employees

Type of business

Annual Income

Public/private




When you describe you ideal customer, be specific. Remember, the three most important words in business are FOCUS, FOCUS, FOCUS. You cannot have focus without having a crisp definition of your customer. Investors and lenders will not be interested in you, if your vision is muddy. Work for clarity; work for focus. The following list of four businesses should give you some idea of how you might describe your ideal customer. Hopefully, your ideal customer will not be the same as that of every other competitor. You should be trying to limit your competition by limiting your market space. With the image of your ideal customer firmly in mind, you will be prepared to build a marketing plan.  Remember, just because you have defined you ideal customer, it doesn’t mean that you can’t serve other customers. It just means that you now have a clear target. Fishing for tuna doesn’t mean that you won’t eat Dorado if you catch them. It just determines what kind of lure you put on your line. 
	Business
	Ideal Customer

	Wedding planner
	Budget > $25,000 (10)
Bride active in local social organization (10)
Bride works full time (9)

Bride has college degree (7)
Bride and wedding in AA County (7)
Age < 35 years (7)

	Sailboat Rigger
	Construction: wood (10)

Boat has been in race, ideally won (10)

Boat regularly goes offshore (10)

Ownership: private (8)
Value: > $1 million (8)
Owner: wealthy (8)
Age of boat: > 50 years (7)
Owner: employed full time (7)

	Beauty Salon
	Works with income > $45,000 (10)

Active in local social organization (10)

Lives within 5 miles of AA Mills Mall (10)
Has hair done once a month (8)
Shops at Bloomingdales  (7)
Reads a certain magazine (7)

	Computer Software

for web performance
	Business with high volume retail web site (10)
Belongs to web marketing association (WMA) (10)
Employs full-time graphic artist using PS (10)

Depends on web site for income (10)
Operates on Dell computer (8)
$5M < Annual revenue < $20M (8) 

Uses Microsoft NP operating system (Necessary)


Notice that the first item in the list clearly bisects the market. The second item in each list has to do with the customer’s potential to spread the word about the business. In the words of “The Tipping Point,” you ideal customer should also be a Connector, someone who can spread the word. The number in parentheses identifies the relative importance of that attribute. Free advertising is the best advertising, and referral business is the best business. Make that part of your plan from the beginning. What seasonality conditions affect your business? How will you operate during slow periods? What will you do to keep your customers coming back? 
Unique Selling Proposition (USP) or Competitive Advantage

· Location 

· Expertise

· Customer relationships

· Patents

· Proprietary technology

· Packaging

· Distribution

· Freshness

· Uniqueness

· Variety

· Price

· Service

Market Research

· Maps designating locations of customers and competitors

· Surveys

· Counts

· Visits

Competition

Is the market big enough to support both you and your competitors? Who is your competition? Where are they located? List and describe them. Why will you be different / better? How many are there? Will you have to steal business from your competition? If you are retail or have a physical presence, include a map and show all locations in your area. Make a chart comparing your business with at least three competitors. List any special affiliations or industry leadership positions they hold. 
	Feature
	You
	Comp 1
	Comp 2
	Comp 3

	Summary of P/S’s
	
	
	
	

	Focus / Specialty
	
	
	
	

	Owner Profile
	
	
	
	

	Pricing
	
	
	
	

	Employees
	
	
	
	

	Salaries
	
	
	
	

	Annual Sales
	
	
	
	

	Web Site

First impression

Pages

Quality
Address
	
	
	
	

	Strengths
	
	
	
	

	Weaknesses
	
	
	
	

	USP
	
	
	
	

	Other Comments
	
	
	
	


Is one of these companies so close to you that you consider them an enemy? Would they consider you an enemy? Have you worked at any of these companies? What is your relationship with them? Having an enemy can give you focus, but it should not distort your thinking. Is there a competitor that you would like to emulate, particularly one in another geographic area or another industry segment? Having a role model can help clarify your thinking.
Pricing

How will you price your product or service? Include breakeven graphs. Will you charge by the hour, by the project, by value to the customer, or as a percentage of a larger whole? What issues do you have to consider? How does your competition charge? What is innovative about your pricing? Will your pricing be high or low by market standards? Why? How important is price in the buying decision of the customer? After you recover your fixed costs, how much profit is there in each sale, that is, what is the profit margin?

Promotion
Marketing creates leads; sales turns leads into customers. What will you do to generate leads? What type of brochures, business cards, logos, and letter heads do you need? You must have web page. Who will design and build it? How much will it cost? A well designed web page can serve as your business brochure. Does advertising makes sense for your market? Is it necessary in the beginning when you are small? What free forms of publicity are available? What trade associations and trade shows do your customers attend? Can you speak or have a booth? Can you write a monthly article? What is your slogan? How will you brand your product or service? How will you position it in the market place? What tipping agents can create a contagious demand for your products and services? Focus on the following three areas
· Attracting Customers – Getting Them in the Door
· Keeping Customers – Making them repeat buyers
· Spreading the Word – Creating an epidemic of demand

· Measuring your success 

Operations

Facilities and Location
Where will your business be based?  Is it a home based business?  How will the business operate on a daily basis? What facilities, leases, and equipment will be necessary? Do you need any special permits for operation? What will it cost for rent and utilities? At what point will it be necessary to move out of your home? What will be the incremental costs? How will you ramp up production to meet demand? Who will perform administrative functions like invoicing, filing, bookkeeping, market research?

If you plan to operate a retail operation such as store, beauty salon, or repair facility, you must include something about your physical location. What criteria determine where you will locate? How much space do you need? How long of a lease will you have to sign? What constraints such as expected annual sales are required by the landlord? What is the annual rent? What are the build-out requirements? How much will they cost? Describe your annual operating costs? How decor will you use? You might include a floor plan as an attachment. 
Personnel
Describe the owners, key employees, and key positions in the company. State their education and work experience. What experience do they have with this type of business? Do you have any non-compete agreements with former employers? Are you employed now? How will you transition from your existing job? Will you be able to employ people during seasonally slow periods? Should you consider 1099 workers rather than employees? What benefits will you provide? How will recruit and retain employees? How tight is your labor market? How available are qualified job candidates? You might even want to include a sample job description as an attachment for key employee. What are typical salaries? What does you competition do in these areas? If you have a partner clearly delineate who will do what? Each partner should bring something unique to the partnership. You will only get in each other’s way, if your skills overlap too much. 
Sales and Distribution
How will you sell and distribute your product or service? Will you hire sales personnel? Will you personally do the selling? Will you use distributors or re-sellers? If you have a store front, how will you get people in the door? How will you close them once they enter? How will you pay your sales people? 

Manufacturing

· Equipment
· Environmental Issues 

· Power requirements
· Costs
· Quality control
Financial Analysis

You may need professional help with this part of the plan, particularly the distinction between P&L and cash flow.  From an investor’s or lender’s perspective the financial section is the heart of the plan; and its importance cannot be overemphasized. You might even want to start you planning efforts with this section. 

A purpose of a business is to make money, and this section explains how you will do that. This section assesses your financial condition, financial needs, and likelihood of success.  Describe any funding or capital investment you need. Use words to describe the charts and tables which will be included as attachments to this plan. Use a computer spread sheet program like EXCEL to develop charts, financial statements, and business models such as:
Summary of assumptions and business drivers
This is primarily a rationale for how you generate your income. The assumptions of the models should be parameterized in such a way that the model can be run for a wide variety of conditions and scenarios.
Profit and loss statements

Ideally this is done monthly for first year and annually for three to five years.
Balance sheet

This is your net worth statement: assets minus liabilities equal net worth. 
Monthly cash flow analysis

This is a monthly summary of all cash expenditures which includes such things as capital expenditures and inventory purchases. In addition, it will make adjustments for something called EBIDTA: earnings before interest, depreciation, taxes, and amortization. For example, loan amortization is not an expense but it is a cash outlay. Equipment purchase requires a cash outlay, but it shows up on the P&L as an expense in the form of depreciation. The cash flow statement can be thought of as your checkbook view. 
Break even analysis
This is a graphical view of how many units you have to sell before you begin to make a profit. It is a very high-level view of the viability of you business.
Key performance indicators
What quantitative measures, in addition to the traditional financial numbers, will you use to measure the success of your business? You should quantify as many non financial areas of the business as possible? Consider such things as web site hits, orders from past customers, orders by tod, dow, wom, and moy, press mentions by month, ads ran, seminars held, average sale size, store entries who buy, percent of callers who buy, etc. Some of this material may be more appropriate in an operations plan, but putting a bit of it your business plan shows that you understand the key measures that drive your business, it should impress potential investors and lenders. The three most important words in managing your business are MEASURE, MEASURE, MEASURE. If you cannot measure it, you cannot control it. You need information to compare results and judge effectiveness. 
Attachments

List of Possible Attachments
A. Product and Services brochure 

B. Web page printouts

C. Resumes

D. Job descriptions of key employees
E. Facilities floor plan

F. Map showing location and competitor locations

G. Marketing and competitive analysis grids 
H. Advisors: lawyers, accountants, insurance agents, advisors
I. List of press references

J. Spreadsheets
K. Breakeven Analysis (include a graph)
L. SWOT Analysis – Strengths/Weaknesses/Opportunities/Threats 

Start-up Costs - Checklist

1. Prepaid rent and deposits

2. Leasehold improvements

3. Furniture

4. Computer systems

5. Cash registers and POS Systems

6. Workstations

7. Equipment and machinery

8. Tools

9. Vehicles

10. Inventory

11. Legal and accounting

12. Prepaid insurance

13. Brochures/business cards/stationary 

14. Working capital 

Personal Balance Sheet

	ASSETS
	LIABILITIES & NET WORTH

	Checking/Cash
Stocks and bonds

Savings

House 
Automobiles
Retirement
Other real-estate 

Other assets
	House mortgage

Car loan
Credit Cards
Other loans

Total Liabilities

Net Worth = Assets – Liabilities



	Total Assets
	Liabilities + Net Worth
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