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Why Planning Is Important To Me

Step 1: Describe who you are developing your business plan for.
Step 2: Describe what you hope to accomplish with your business plan.
My strengths & weaknesses

Owning and managing a successful small business is a difficult and challenging task.  A great number of skills are needed in the areas of personal characteristics, business management and technical aspects of the business.  Technical skills refer to the product and service knowledge required to serve customers.

Step 1:  Identify key personal characteristics.
	Characteristic
	Yes
	No

	Do I have good health
	
	

	Do I plan ahead
	
	

	Am I prepared to lose the money I invest in the business
	
	

	Am I a good leader
	
	

	Can I make decisions
	
	

	Am I a competitive person
	
	

	Do I get things done on time
	
	

	Am I a self-starter
	
	

	Am I a good organizer
	
	

	Do I adapt well to changes
	
	

	Am I a confident person
	
	

	Am I willing to work long hours
	
	

	Do I stick with a project until it is completed
	
	

	Is my family involved in the business
	
	

	Is my family supportive
	
	

	
	
	


Step 2:  Identify key business management skills.
	Skill
	Yes
	No

	Accounting & Taxes
	
	

	Planning
	
	

	Organizing
	
	

	Financial Management
	
	

	People Management
	
	

	Time Management
	
	

	Personal Selling
	
	

	Promotion
	
	

	Decision-making
	
	

	Cost Control
	
	

	Personnel Policies
	
	

	Pricing
	
	

	Other
	
	

	Other
	
	

	Other
	
	

	
	
	


Step 3:  Identify key technical skills.
	Skill
	Yes
	No

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Step 4: Summarize your key strengths and weaknesses.
· What are my strengths in technical skills?

· What are my weaknesses in technical skills?

· What are my business management strengths?

· What are my business management weaknesses?

· What are my strong personal characteristics?

· What are my weak personal characteristics?

Step 5: How will I leverage my identified strengths and compensate for my weaknesses?

	Personal Development Action Plan

	Strength
	Leverage by:

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	Weakness 
	Compensate by:

	
	

	
	

	
	

	
	

	
	

	
	

	
	


Step 6: Summarize your business resume.

Current Business Situation
Step 1: Provide a brief background of the business.
· When was the business founded and by whom?
· What industry does the business participate in?
· What market(s) does the business serve?
· Looking at the history of the business, when has the business been successful, and why?
· Looking at the history of the business, when has the business struggled, and why?
Step 2:  Describe the current state of the business from a financial perspective.
· Over the past three years what is the trend for revenues, and why?
· Over the past three years what is the trend for the profits of the business, and why?
· Over the past three years what is the trend for cash flow of the business, and why?
· Am I drawing the level of compensation I need from the business?
Summary:
Step 3:  Describe the current state of the business from a customer perspective.
· Over the past three years how has my customer base changed, and why?
· Over the past three years am I getting more or less business from existing customers, and why?
· What are my customers saying about my business, and why?
Summary:
Step 4:  Describe the current state of the business from an operational perspective.
· Over the past three years, what are the things my business does very well, and why?
· Over the past three years, what are the things my business struggles to do well, and why?
· What are my customers saying about my business, and why?
Summary:

My Personal Goals

Step 1: Define my personal goals.
· What are my long term goals?

· What are my goals for the next three years?

· What are my goals for the next year?

My Business Goals 
Step 1: Define my business goals (sales, profit, compensation, your time commitment).
· What are my long term goals?

· What are my goals for the next three years?

· What are my goals for the next year?

· Describe how my personal and business goals are consistent.
· Describe how I’ll reconcile any inconsistencies between my personal and business goals.
Summary:  

Market Planning - Product/Service Features and Benefits 
Examples of Benefits People Want or Need
	SAVE
	GAIN
	BE
	DO

	Time
	Health
	Good Parents
	Express Personality

	Work
	Dollars
	Sociable
	Satisfy Curiosity

	Discomfort
	Time
	Up To Date
	Appreciate Beauty

	Worries
	Popularity
	Creative
	Acquire Things

	Doubts
	Security
	Attractive
	Win Affections

	Risks
	Prestige
	Proud of Their Work
	Influence Others

	Embarrassment
	Praise
	Efficient
	Improve Themselves

	Dollars
	Gender Appeal
	Comfortable
	Advance Careers

	Energy
	Wealth
	Important
	Leisure Activities

	Pain
	Relaxation
	Winners
	Succeed

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Step 1: What customer problems are you solving, or what customer needs or wants are you filling?

Step 2: What major product or services do you offer?
Step 3: List the features and benefits of your primary products?
	Product/Service
	Features
	Benefits

	
	
	

	
	
	

	
	
	

	
	
	


Step 4: What are the strengths and weaknesses of your primary products/services?
	Product/Service
	Strength 
	Weakness 

	
	
	

	
	
	

	
	
	

	
	
	


Step 5: In what other ways could your customers full their needs or wants instead of buying your products/services?

Step 6: What actions should you consider to enhance your products/services?

	Products/Services Action Plan

	Action
	Who
	By When
	Cost

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Market Planning - Distribution Process 
Choices of Distribution
	
	
	
	
	
	
	Advantages
	Disadvantages

	A
	Your Business
	
	
	
	End-User
	-Higher selling price

- Lower production demands
	- Costly/time consuming
- Connect with fewer customers

	B
	Your Business
	
	
	Retailer
	End-User
	
	

	C
	Your Business
	
	Wholesaler
	Retailer
	End-User
	-Fewer customers, more end users
- Sell larger quantities
	- Lower selling price
-Higher production demands

	D
	Your Business
	Agent
	Wholesaler
	Retailer
	End-User
	
	

	E
	Your Business
	Agent
	
	Retailer
	End-User
	
	

	
	
	
	
	
	
	
	

	Assume
	Your cost $12
	Gets 7%
	Pays $18
	Pays $30
	Pays $50
	
	


Step 1: Who is your customer, your end-user, and in what ways are their wants and needs different?

Step 2: Which distribution method will work best for you and why?

Step 3: What costs are associated with your distribution method?

Step 4: What are possible weak links in your distribution channel?

Step 5: What are possible backup plans if your weakest link fails?

Step 6: What actions should you consider in how you distribute your products/services?

	Distribution Action Plan

	Action
	Who
	By When
	Cost

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Market Planning - Identify Your Industry 
Step 1: Is your industry growing, shrinking or stable and how do you know?

Step 2: Are companies entering or leaving the marketplace and how do you know?

Step 3: Is the industry different in your region or area compared to what is happening nationally?  If so, why, and what impact will it have on your sales or costs?

Step 4: What changes in the industry have occurred recently and what impact did they have?

Step 5: How do you think technology will impact the industry in the future and why?

Step 6: Are there trade associations available that would be helpful to your business?

Step 7: What actions must you take based on changes occurring in the industry?

	New Customer Action Plan

	Action
	Who
	By When
	Cost

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Market Planning - Your Customers – Existing 
Step 1: Who are your customers today?
Step 2: What benefits do your customers want or need?

Step 3: What quantities do they buy?

Step 4: What are they willing to pay?

Step 5: Why do they buy from you instead of someone else?

Step 6: What additional products/services might you offer?
Step 7: What actions must you take to gain more business from your current customers?

	Current Customer Action Plan

	Action
	Who
	By When
	Cost

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Market Planning – Your Customers – New 
Step 1: Are there potential customers or markets you are not reaching today?

Step 2: Are the benefits they want or need similar to your current customers?

Step 3: What quantities do they buy?

Step 4: What are they willing to pay?

Step 5: Why would they buy from you instead of someone else?

Step 6: What additional products/services might you offer?

Step 7: What actions must you take to attract new customers?

	New Customer Action Plan

	Action
	Who
	By When
	Cost

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Market Planning - Your Competitors 
Step 1: Identify your 3 main competitors.
	Competitor:         

	Name:
	Address:
	Phone:

	Competitor:           

	Name:
	Address:
	Phone:

	Competitor:               

	Name:
	Address:
	Phone:


Step 2: Evaluate your competitors.
	Competitors Name:

	
	Items Rated (based on customer needs/wants)
	Comments
	Rating (1-10)

	1
	Product 
	
	

	2
	Selection
	
	

	3
	Quality
	
	

	4
	Availability
	
	

	5
	Hours
	
	

	6
	Warranties
	
	

	7
	Expertise
	
	

	8
	Service after sale
	
	

	9
	Reputation
	
	

	10
	Image/Appearance
	
	

	11
	Location
	
	

	12
	Special orders
	
	

	13
	Reliability
	
	

	14
	Credit Policy
	
	

	15
	Management
	
	

	16
	Customer service
	
	

	17
	Advertisement
	
	

	18
	Customer type
	
	

	19
	Price
	
	

	20
	Other
	
	

	What is their greatest strength
	

	What is their greatest weakness
	

	What type of promotions do they use
	

	How does the promotion attract your attention?
	

	What is primary value offered
	


Market Planning - Position Your Products/Services
Step 1: Compare your competitors and your business by ranking each on the items below.

	
	Items Rated (based on customer needs/wants)
	Competitor

A
	Competitor

B
	Competitor

C
	Your Business

	1
	Product 
	
	
	
	

	2
	Selection
	
	
	
	

	3
	Quality
	
	
	
	

	4
	Availability
	
	
	
	

	5
	Hours
	
	
	
	

	6
	Warranties
	
	
	
	

	7
	Expertise
	
	
	
	

	8
	Service after sale
	
	
	
	

	9
	Reputation
	
	
	
	

	10
	Image/Appearance
	
	
	
	

	11
	Location
	
	
	
	

	12
	Special orders
	
	
	
	

	13
	Reliability
	
	
	
	

	14
	Credit Policy
	
	
	
	

	15
	Management
	
	
	
	

	16
	Customer service
	
	
	
	

	17
	Advertisement
	
	
	
	

	18
	Customer type
	
	
	
	

	19
	Other
	
	
	
	

	
	Average
	
	
	
	

	20
	Price
	
	
	
	

	
	
	
	
	
	

	
	Strength
	
	
	
	

	
	Weakness 
	
	
	
	

	
	Promotions
	
	
	
	

	
	Primary Value
	
	
	
	


Step 2: What are your competitive advantages?  What makes you unique?
	Place an “X” next to items that will be your competitive advantage

	
	Most reliable
	
	Best warranty
	
	?

	
	Most convenient
	
	Best location
	
	?

	
	Best service after sale
	
	Best credit policy
	
	?

	
	Most unusual
	
	Best customer service
	
	?

	
	Most expertise
	
	Best reputation
	
	?

	
	Best selection
	
	Highest quality
	
	?


Step 3: What actions must you take to create this competitive advantage and improve your position in the marketplace?
	Market Positioning Action Plan

	Action
	Who
	By When
	Cost

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Market Planning – Create an Appealing Image
Step 1: Based on how I determined I want to position my products/services, what image do I want to portray to the marketplace?

Step 2: Assess your location.
· Where is your office/store located and what does it look like?

· Why is your office/store located here?

· What nearby businesses will help attract customers?

· What are the prospects of business growth in the area?

· What costs are you incurring associated with this location?

· What image does your location/store portray?  Does this image add to or detract from the image you want to portray?

· Are there changes in location or office/store itself that would enhance my company’s image?

· What financial costs/benefits would be incurred with these enhancements?

Step 3:  Assess your product design and packaging.
· What image does your packaging portray?

· What image does your product design portray?
· Does this image add to or detract from the image you want to portray?

· Are there changes in location or office/store itself that would enhance my company’s image?

· What financial costs/benefits would be incurred with these enhancements?

Step 4: Assess your company identity.
· Does the company name add to or detract from the image you want to portray?
· Does your slogan or would a slogan enhance your image?

· Do your business cards, stationary, signage add to or detract from the image you want to portray?

· Are there any changes in company identity that would enhance your image?

· What financial costs/benefits would be incurred with these enhancements?

Step 5: What actions must be taken to enhance my company image?
	Company Image Action Plan

	Action
	Who
	By When
	Cost

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Market Planning - Promotional Plan 
Step 1: What is the message(s) about your business you are promoting?
Step 2: What forms of promotion will you use and why?

	Type
	Why

	
	

	
	

	
	

	
	

	
	


Step 3: What will you ask your customers to do?

Step 4: What actions must be taken to promote my message

	Promotional Action Plan

	Action
	Who
	By When
	Cost

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Market Planning - Pricing Products/Services 
Step 1: Review how you are positioning your products/services

Step 2: Understand the costs of your products/services. Indicate the costs you incur.
	Variable Costs
	Fixed Costs
	Value Costs

	
	Direct labor
	
	Rent
	
	Business profit

	
	Raw materials
	
	Utilities
	
	Product selection

	
	Parts
	
	Office Supplies 
	
	Quality 

	
	Commission
	
	Insurance
	
	Availability

	
	Packaging
	
	Advertising
	
	Warranties

	
	Shipping
	
	Auto
	
	Expertise

	
	Inventory
	
	Loan/interest
	
	Service after sale

	
	Waste Disposal
	
	Repairs
	
	Reputation

	
	Purchases for resale
	
	Furniture/Fixtures
	
	Image/Appearance

	
	
	
	Equipment
	
	Location

	
	
	
	Remodeling costs
	
	Customization

	
	
	
	Legal/Accounting
	
	Reliability

	
	
	
	Licenses/Permits
	
	Credit policy

	
	
	
	Maintenance
	
	Management

	
	
	
	Dues/Subscriptions
	
	Customer Service

	
	
	
	Trash removal
	
	

	
	
	
	Entertainment
	
	

	
	
	
	Bank charges
	
	

	
	
	
	Owner draw
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


Step 3: Are there actions I should take around how my products/services are priced?

	Pricing Action Plan

	Action
	Who
	By When
	Cost

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Market Planning - Selling 
Step 1: Who is it you are selling to?
Step 2: What are some open-ended questions you can ask to build rapport?

Step 3: What are the benefit statements you will use?

Step 4: What facts or data will help with your sales presentation?

Step 5: Do you have a satisfied customer referral list to use?

Step 6: Are there actions I should take around how I sell my products and service?

	Selling Action Plan

	Action
	Who
	By When
	Cost

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Market Planning - Writing the Marketing Plan 
Step 1: Refer to the sample business plan outline and use the answers from the previous sections to write your plan.
Cash Flow Planning – Building Baseline Cash Flow 
Step 1: Fill out the cash flow template for the previous 12 months based on your businesses actual information, if applicable.
Step 2: Perform the 1% Improvement Test

	
	Today
	1% Sales Volume Increase
	1% Sales Price Increase
	1% Cost Reduction
	Revised

	Cash In From Sales
	
	
	
	
	

	Cash Out For Goods
	
	
	
	
	

	Margin 
	
	
	
	
	

	Cash Out For Operations
	
	
	
	
	

	Cash Generated
	
	
	
	
	


Step 3: Review Marketing and Operations Plans to identify actions that could produce the 1% improvements.
	1% Improvement Action Plan

	Action
	Who
	By When
	Cost

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Cash Flow Planning – Updating Cash Flow Based on Marketing Plan

Step 1: Review marketing plan and adjust Cash In From Sales, Cash Out For Goods, Cash Out For Operations based on actions identified.
Cash Flow Planning – Updating Cash Flow Based on Operations Plan

Step 1: Review Operations plan and adjust Cash Out For Goods, and Cash Out For Operations based on actions identified.
Cash Flow Planning – Cash Flow Break-Even Analysis

Step 1: Complete the cash flow break-even analysis.
	Description
	Example
	Your Business

	Net Cash From Sales
	175,000
	

	  Less Cash Out For Goods 
	50,000
	

	Cash After Sales
	125,000
	

	Gross Profit Margin (cash after sales/net cash from sales)
	71.4%
	

	Cash For Operations
	45,000
	

	Cash For Owners Draw
	30,000
	

	Other Cash Out (debt service, capital purchases)
	20,000
	

	Total Cash Out
	95,000
	

	
	
	

	Sales Out to Cash Breakeven (total cash out/gross profit margin)
	133,000
	

	
	
	


Step 2: If Sales Out to Cash Breakeven is greater than Net Cash From Sales search for ways to increase net cash from sales, reduce cash out for goods, reduce cash for operations, reduce other cash out.
Cash Flow Planning – Cash Flow Sensitivity
Step 1: Determine a worst case scenario for the following

	Net Cash From Sales
	

	
	

	Cash Out For Goods
	

	
	

	Cash For Operations
	

	
	

	Other Cash Out
	


Step 2: Recalculate Cash Flow Breakeven Analysis with various combinations of worst case scenario.
Step 3: Identify action to take if worst case scenario materializes.
	Worst Case Scenario Action Plan

	Action
	By Whom
	What triggers action

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Step 4: Determine a best case scenario for the following
	Net Cash From Sales
	

	
	

	Cash Out For Goods
	

	
	

	Cash For Operations
	

	
	

	Other Cash Out
	


Step 5: Recalculate Cash Flow Breakeven Analysis with various combinations of best case scenario

Step 6: Identify action to take if best case scenario materializes

	Best Case Scenario Action Plan

	Action
	By Whom
	What triggers action

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Operations Planning – Identifying Business Process Changes 
Step 1: Review information gathered through, and key actions identified during Market & Cash Flow Planning. 
Step 2: Assess importance of business processes with respect to key actions, as well as current performance.  Focus on those business processes that give you competitive advantage or are a critical weakness.
Importance


Performance


1 Extremely Critical – Wouldn’t exist without it
1 Almost Perfect – Better than anyone


2 Critical – Hard to live without it


2 Good – Better than most


3 Important – Disadvantaged without it

3 Neutral – On par with most


4 Nice To Have - 


4 Poor – Worse than most


5 Not Necessary 


5 Abysmal – Worse than anyone
	Area
	Importance
	Performance

	Hiring talent
	
	

	Developing talent
	
	

	Retaining talent
	
	

	Leadership (set direction, lining people up to vision & getting people to reach their potential)
	
	

	Management (plan, organize, execute, control)
	
	

	Teamwork
	
	

	Capturing knowledge
	
	

	Sharing knowledge
	
	

	Using knowledge
	
	

	Supplier relationship
	
	

	Designing products/services
	
	

	Producing products/services
	
	

	Delivering products/services
	
	

	Supporting products/services
	
	

	Managing risk
	
	

	Targeting customers
	
	

	Acquiring customers
	
	

	Retaining customers
	
	

	Identifying new markets & solutions to serve those markets
	
	

	Managing innovation pipeline
	
	

	Designing/Developing new products
	
	

	Bringing new products to market
	
	

	Environmental stewardship
	
	

	Employee well being (safety)
	
	

	Partner/Alliance management
	
	

	Information technology
	
	

	Financial management
	
	

	Communication
	
	

	Productivity 
	
	

	Continuous improvement
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Step 3: For those processes that you rated 4 or 5 in importance, and 3, 4, or 5 on performance, determine key changes/improvements required.
	Business Process Improvement Plan

	Action
	Who
	By When
	Cost/Impact

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Step 4: Based on the proposed changes/improvements, estimate the impact this will have on your people count.  Will the changes reduce or increase the number of people in the business?  Will the changes require different skill sets than the people have today?

Step 5: Update Cash Flow Model based on resulting changes in business processes.
Operations Planning – Legal & Regulatory Requirements 
Step 1:  Based on changes to the business identified above, review the following areas to see if actions need to be taken to address legal or regulatory impacts of changes proposed.

	Legal & Regulatory Plan

	Area
	Action
	Who
	By When

	Form of Business
	
	
	

	Assumed Name
	
	
	

	Tax
	
	
	

	License & Permits
	
	
	

	Zoning
	
	
	

	Employment
	
	
	

	Accounting
	
	
	

	Insurance
	
	
	


Operations Planning - Writing the Operations Plan

Step 1: Refer to the sample business plan outline and use the answers from the previous sections to write your plan.
Next Steps

Step 1: Complete the work plan outline for completing your business plan

· What is the target date for completing your business plan?                          

· What date would you like to start/expand your business?

· What areas of the plan do you need to do further research on and when will the research be completed?

· Are you committed to developing the plan?

· What are the next 3 steps you need to take to continue the momentum?

Step 2: Take the information you’ve gathered and put your business plan to paper.
Step 3: Perform your due diligence to verify and validate the plan.  Remember to be objective and realistic.  Answer the following three questions:
	Feasibility
	Question
	Answer & why

	Capable of being done, practicable, possible, likely, reasonable, probable, suitable 
	Is there a market for the product or service?
	

	
	Does the plan present a structure adequate for entering or serving the market?
	

	
	Do the resources exist or are accessible for serving the market?
	

	Viability
	
	

	The stage of development that will permit the business to live and grow
	Does the plan present opportunities for an ongoing relationship with the market?
	

	
	Does the plan present a relationship that depicts a profitable interaction with the market?
	

	Desirability
	
	

	Worth wanting, pleasing, producing desired financial results
	Does the plan present that the business will produce income owner is seeking?
	

	
	Are you prepared for and comfortable with the business environment, responsibilities and duties the business needs from you?
	


Step 4: Share your plan with others whose judgment you respect, and ask them to perform due diligence.    

Additional Resources
· Industry

· Encyclopedia of Associations

· Directory of Associations

· National Trade & Professional Associations of the United States Directory

· Market Share Reporter

· Wholesalers/Mfg Reps

· Thomas Register of American Manufacturers

· Directory of Manufacturer’s Sales Agencies

· Franchising

· Annual Franchise 500 Entrepreneur Magazine – www.entrepreneurmag.com
· Franchising 101

· Bond’s Top 100 Franchises – www.sourcebookpublications.com
· Franchising For Dummies – www.wiley.com
· Financial

· Almanac of Business & Industrial Financial Ratios

· RMA – Risk Management Association’s Annual Statements

· General

· Small Business Source book

· Encyclopedia of Business Information Sources

· Demographics

· Demographics of the US: Trends and Projections by Charles Russell

· US Census Bureau – www.census.gov
· Business Planning

· Startupnation.com

· Small Business Administration – www.sba.gov/aboutsba/sbaprograms/sbdc/index.html
· Bank of America Small Business Resource Center www.bankofamerica.com/smallbusiness/resourcecenter/ 
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