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INTRODUCTION

Most business plans take a long time to write and then sit on a shelf doing nothing while everything
changes around you. A working business plan is different because it only takes a short time to write and
you revisit it often to re-ground yourself AS everything changes. A working business plan is always in
draft format, so you never have to worry about getting it perfect. There is no need to answer every
guestion — write the answers you know now, and where you want to gather more information — write
that in as a note for later. Also, feel free to add questions you’d like to answer that aren’t here, and
eliminate questions that don’t seem relevant to you.

Built into your plan is an intention to “check in” regularly. It includes a status update that helps you stay
accountable and incorporate new learning and recent changes. It includes a short-term action plan to
help you prioritize and stay clear on what is most important to focus on.

A working business plan is an active partner, keeping you focused, on track, and accountable as you
navigate the constantly moving variables that impact your business.

Ready? Let’s get started!
Contents:

1. Section One - Status: How have things gone since the last time you checked in?

Section Two — Vision: Where do you see yourself / your business in the next few years?

3. Section Three — Products and Services: What are they and what is important to regularly keep
track of?

4. Section Four — Sales and Marketing: What are your strategies and what do you want to monitor
to track your progress?

5. Section Five — Operations: How is your business organized, and what are you doing to keep it
running well?

6. Section Six — Production: What goes into building or creating your products and services?
What do you need to track or monitor?

7. Section Seven — Human Resources: What people do you need to support you, and how will you
set them up for success?

8. Section Eight — Finance: What financial data will you track and how will you track it?

9. Section Nine — Objectives and Strategies: What are your main goals this year and how do you
plan to achieve each goal?

10. Section Ten — Action Plan: What is the most important thing to focus on until the next time you
check in?

N
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Complete this based on what you committed to in your most recent action plan:

General Questions:

1. What did you accomplish since your last check in?

2. What did you hope to accomplish but didn’t?

3. What new changes or unexpected events impacted you or your business?

4. What did you learn this past month that might make a difference?

5. What shifts do you want to make in your strategy or focus?

Tracking and Monitoring:

Write your Key Success Measures this Month:

Description of Key Success Measure

How you Did
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SECTION TWO: VISION

Ideally, what will your business look like in three years?
Ideally, what will your business look like in one year?

Assume you have accomplished everything you wanted in your business. What is most exciting to you
about this?

Do you have a mission or purpose statement? If so write it here:

Here is a sentence structure you can use if you wish: We help [describe your typical customer],
get/achieve [describe what they get from you]

What are the core values of your business if you know them?

What are the most important standards for you to live up to in your business that stem from your core
values? (the way we do business here)
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SECTION THREE: PRODUCTS AND SERVICES

Describe your products / product lines, or services below:

For each product / service, include a brief description of what it is, how you price it, and how you deliver
it to your customers. Feel free to include other basic information that seems relevant. Anything more
detailed than a few bullets or a paragraph should exist in a separate document related to that
product/service.

What is important to monitor each month about your products and services?

What decisions will you make based on how you are tracking?

If you feel it will be useful, fill out the table below with products / product lines or services, and a few
key pieces of information you would like to keep track of for each one. Change the titles of the columns
to reflect what is most important to you:

Product Units Sold Monthly Revenue Profitability
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SECTION FOUR: SALES AND MARKETING
SALES
Revenue Goals:

List three revenue goals
e Basic survival — | can survive and keep working to grow my business
e Comfortable Living — | can maintain my current lifestyle
e Desired Revenue — What | would like my business to be making.

For each revenue goal, build a sales model that includes:
e Number of products / services that need to be sold on a monthly basis (ok to have different
scenarios)
e Any additional resources that would be required to deliver at each level (ie: for my desired
revenue | would need three employees to help me)

Write your sales model / revenue scenarios here:

Sales Plan:
What are the different ways a potential customer might first find out about you?

When prospects first find out about you, what do you want them to experience, and what do you want
them to do?

How many steps in the sales process are there between a potential customer first meeting you and
making a purchase? If you feel it would be useful, fill out the table below to help you get clear on your
process:

If Prospect does not go
to next step — what will
you do?

Define | What Conversation | What Decision What Moves a
Step Happens is Made? Prospect to Next Step?
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Knowing that at each stage in your sales process only a percentage of prospects will move to the next
step, how many potential clients need to start your process each month / week, in order for enough of
them to complete the cycle?

How will you increase the number of potential prospects that start your sales process?

How will you measure your progress?

MARKETING

Marketing is all about building enough awareness within your target demographic to increase the
number of potential customers that start your sales process.

Marketing includes everything you do to gain visibility that is not directly related to facilitating a
potential client through the steps you’ve outlined in your sales plan. This can include building a
respected / branded presence in various in person and online communities, advertising, writing blogs,
speaking, building an email or direct mail list and communicating to it regularly. Marketing activities
generally yield a very tiny percentage (.5-2%) of engagement, so consistency is important. With thatin
mind it’s usually best to choose just a few activities that you can be consistent about.

The following questions are designed to help you hone in more deeply into understanding your potential
customers and using that knowledge to choose the marketing strategies that would serve you best.

Customers:

Who is your real customer? The ones who pay you (advertisers, distributors, resellers, manufacturer’s
reps, corporate purchasing or human resources), The ones who receive your product or service
(consumers, end users, trainees, etc.), both?

Describe your ideal customer
(Everyone is the wrong answer, think in terms of what problem they care about solving, or what goal
they care about achieving)

What problem(s) would drive someone to buy what you offer right away?

Competitive Situation:

6
Copyright @2000 — 2023, All Rights Reserved, Nahid Casazza, www.coachnahid.com, nahid@coachnahid.com, (714) 931-2133




Working Business Plan “YNAHID

COACHING & MENTORING

List the problem that your product / service solves.

If a potential customer has this problem, what are all the possible ways they could solve it without
buying your product / service?

Look at the top three most likely or easiest choices. What does this tell you about who your true
competition is?

What are the top two reasons someone might consider your competition, but then choose to buy from
you instead?

What do you need to know about your competition?

How can you get this information?

Value Proposition / Brand / Customer Messaging:

Value Proposition: Here are some examples of simple value statements — in one phrase — how do | help
my customer?

e | cansave them 5% on car insurance

e | can help them achieve their goals faster

e | can get them connected to the right people

e | can save them three or more hours of research time

Draft your Value proposition: In one quick sentence, what is the essence of the value you bring to the
customer?

Brand: What are the first three words you would want someone to think of when they see your logo,
website or business card?

Customer Messages: What consistent message might you want to send potential customers?

Here is a sentence template that might be useful: If you have problem X (focus on pain), we can easily
help you with Y (provide relief), all you have to do is Z (call to action)

7
Copyright @2000 — 2023, All Rights Reserved, Nahid Casazza, www.coachnahid.com, nahid@coachnahid.com, (714) 931-2133




Working Business Plan “YNAHID

COACHING & MENTORING

If you had a delighted customer and they were referring you to a friend, what would you want them to
say in one or two sentences max?

Delivering your Message:

Where do people go or how do they search for a solution when they have the problem that would drive
them to purchase your product / service? (in person and online)

If they were searching online what keywords might they use?

Where are you able to interact with potential customers? Are there any forums they might regularly
read, or any networking organizations they might regularly attend?

Your customers are busy, just like anyone else. Realistically, when do they think about the problem your
product or service solves? Are they in the middle of their workday? Do they act right away or continue
to think for awhile? If they take actions, what actions might they take to seek out information or
answers? To the best of your ability, describe the process you think they might go through by putting
yourself in their shoes. If you have different types of customers feel free to outline a few different
scenarios.

In order to grow a customer base, a long term, consistent effort needs to be made to interact with
prospects on a regular basis. What forms of interaction will you use? Some examples include
advertising, networking, speaking, free events, social media, direct mail, targeted sales calls, and search
engine optimization. Multiple marketing strategies work, but usually if you use too many different
strategies you will spread yourself too thin. What are the top two or three strategies you will use
consistently to help people in your target market become aware of your solutions to their problems?
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Summarize your marketing plan here:
Write the top five or ten bullets that describe your marketing strategy, major initiatives, and the
information you will be tracking to measure your progress.
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SECTION FIVE - OPERATIONS

A good way to think about operations is how you organize your business so that you can work
effectively. It includes everything from how you organize your work environment: where you work,
what furniture and supplies you have, how you keep things cleaned and maintained, what technology
you use, and how you handle basic administrative tasks like keeping your business license up to date,
organizing your files, dealing with insurance, etc. Here are some questions to get your thinking started,
and you will likely find yourself adding more as you create standard processes and routines to keep
things running smoothly.

Facilities:

Will you be working at a facility or out of your home? What will you need in your workspace and how
will you need it organized to be most effective?

How will you maintain your work area (maintenance, organization, cleaning, etc.)?

What supplies and tools will you need?

How will you monitor / maintain these supplies and tools?

Technology:

What do you need in terms of computer and communications equipment, software and services?

Do you have a way to back up data and keep information secure?

Who will you rely on for support when you have technology challenges?

Include any other information related to technology that is important related to your business:
Situational Processes:

No matter how organized we are, we can never anticipate everything. When an unexpected challenge
occurs we usually need to drop what we are doing to address the problem. However, this is the best
opportunity to create a process so that next time this type of challenge occurs it’s much easier to
manage. Here are some examples:

What is your process when a customer misses a payment?

How will you handle situations where customers want their money back because they are not happy
with the product or service?
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What will you do when you can’t meet a deadline due to circumstances beyond your control?

This is a place for you to anticipate what situations you might need a process for, and remind yourself of
new situations that came up over the past month that you would like to create a process for. In some
cases you might have a process included in a different section because it relates to something specific
like sales or finance, but operations is a good “catch all” place for all of your systems, processes and
routines.

Operations Manual:

Where will you keep all your processes, systems, and instructions? On line? In a physical manual?

How will you keep these updated?

Do you have or need a training process for others who will be working with you?
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SECTION SIX - PRODUCTION

Production is all about how you build your product. If you are selling a service or re-selling a product
that is already built, you may choose to skip this section. However, even if you are selling a service you
may find use for this section. For example, if you are a trainer, how do you design your trainings? If
you are a consultant, what is the process you use to develop the recommendations you provide your
customers?

If you design and / or build your product, you will likely have extensive documentation elsewhere to

support purchasing, engineering, and manufacturing, but it may be helpful to identify key strategic
decisions and performance indicators here.

Design:
What engineering, design or other product development work is required to create your product?

How will you get what you need done in this area?

How will you manage cost and quality of this work?

What do you want to track or monitor on a regular basis in this area?
What decisions will be made as a result of what you are tracking?
Purchasing:

What components do you need to purchase to produce your product?
How will you find and qualify vendors?

What do you want to track or monitor on a regular basis in this area?
What decisions will be made as a result of what you are tracking?
Inventory Management:

How will you manage your inventory?

What supply chain issues or cost of inventory issues might be critical to monitor in terms of cost of
goods?

What do you want to track or monitor on a regular basis in this area?
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What decisions will be made as a result of what you are tracking?
Manufacturing:

How does your product get built?

What systems and processes are in place to ensure the product gets built well?
What do you want to track or monitor on a regular basis in this area?

What decisions will be made as a result of what you are tracking?

Quality Control:

How will you make sure your product meets your quality standards?

What do you want to track or monitor on a regular basis in this area?

What decisions will be made as a result of what you are tracking?

Packaging:

What goes into the packaging of your product?

What do you want to track or monitor on a regular basis in this area?

What decisions will be made as a result of what you are tracking?

Other:

What hasn’t been asked that is relevant to how your product is made? Please list anything else that is

relevant in terms of needing to be monitored on a regular basis, that might impact key business
decisions. What is most important in terms of your business plan is high level key metrics.

13
Copyright @2000 — 2023, All Rights Reserved, Nahid Casazza, www.coachnahid.com, nahid@coachnahid.com, (714) 931-2133




Working Business Plan “YNAHID

COACHING & MENTORING

SECTION SEVEN — HUMAN RESOURCES

We all need people to help us run our business. If you are hiring employees, even if it's only one part
time employee, then you’ll need to make sure they get paid and that you have all the information you
need to comply with the regulations in your area.

Most small businesses hire a human resources partner, whether it’s an organization that processes
payroll and handles HR issues, or a fractional HR consultant.

There are other options for small businesses who want to develop more of a virtual team. In addition to
contract employees, there are many sales representatives, attorneys, fractional CFOs, bookkeepers,
virtual assistants, marketing agencies and business coaches and consultants who can help you a few

hours each week or month or as needed.

You may have many different individuals or organizations helping you, OR you may choose to hire a
small group of employees and lead a team.

Below are some questions to help you think through how to get the best support for you:

What knowledge and expertise will it be helpful to have access to as you make business decisions (ie:
legal, accounting, leadership, compliance, insurance, marketing)?

Who do you know that has this expertise or could refer you to this expertise?

If you don’t know people with this expertise, where could you find it if you needed it?

What kind of “feet on the ground” assistance do you need running your business, such as labor,
administrative help, marketing or social media help?

Where will you access this help if / when you need it?
What other sources of support can you rely on, such as a mastermind peer group, coaches or mentors,
the small business administration, friends or other business support in your area?

If you are choosing to hire people right away, how will you process payroll and handle human resources
issues? Who do you know to help with this?

If you have a team that needs to work together to achieve business results, what do you plan to do
proactively to insure that the team works productively and cohesively together?

If you need leadership training or support, where will you get it?

Who are the key people you will need to rely on in order to succeed? What do you want to do to
strengthen these relationships?
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What other information do you believe is important when it comes to the people you will rely on to help
you succeed in business?

What do you want to monitor or track on a regular basis related to the people who help you run your
business?
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SECTION EIGHT - FINANCE

In the finance section of your working business plan, you want to outline how you are going to manage
and monitor your finances. Depending on the size of your business, type of business, and how
complicated your taxes are, this can range from one simple spreadsheet to several more complex
financial statements.

From a business planning standpoint, what’s important is to identify what financial information is
important to monitor for business decision-making purposes and for tax or compliance purposes, and
then how you will monitor it.

Then, each month when you revisit your plan, which financial measures are important for you to take
note of as part of your status?

For your Reference these are the Basic Financial Statements, and their purpose:
* Balance Sheet — gives a snapshot of where you are right now
* Income Statement — Shows revenue, expenses and profit over a set period of time
e Cash Flow — Shows cash coming in and out (most important from a “working” standpoint)
* Profit and Loss — Enables you to look at one aspect of a business

Keep in mind that you may not need all of these financial statements if you are a one person business,
self-financed, and do your own taxes. You only need what provides YOU or other key players with
relevant information to make decisions and complete taxes or meet other compliance standards related
to your busienss.

If someone else is helping finance your business, or you have a team, you'll need regular financial
reports that everyone can read and understand. When you are small it might be basic bookkeeping and
financial software and as you get bigger, you may hire a fractional CFO a couple of hours per month to

review your financial statements with you, along with a CPA to help you with tax decisions.

Here are some questions to start your thinking. Feel free to add and delete information based on
your situation.

What are your sources of operating income? (sales revenue, loans, savings?)

How will you track your business revenue and expenses?
How will you collect data for and do your taxes each year?

What is your process for invoicing clients / collecting money?
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What financial information will you track in your business and what reports will you monitor on a
regular basis?

Do you have a financial strategy related to business investment and if so what is it? (for example X% of
revenue will be spent on marketing)

Do you have a budget, and if so, is there anything about your budget that is important to track or
monitor on a regular basis?
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SECTION NINE — OBJECTIVES AND STRATEGIES

What do you want to accomplish in the next year or so? We start with key objectives for the year, and
break these down in more detail, outlining strategies, milestones and action plans.

Its important to keep your number of key objectives manageable. | suggest no more than five per year.
Keep in mind that you can create goals related to your objectives. For example, “increase revenue to
one million per year” might be an objective, while “make five sales calls per week” might be a related
goal. Your goals will stem from the strategies you create to achieve your objectives.

Most business owners have lots of ideas and spread themselves (and their teams) too thin, only to be
disappointed at the end of the year. If you can’t limit yourself to five key objectives for the year, it could
be because of all the new ideas you get or you may be getting too detailed. If you are a big idea person,
ask yourself how important it is for each idea to happen right away. You can keep an “idea” book if
you’d like for the ones you’d like to percolate on, but only choose the most important ones to act on
right away. If you can’t narrow it down, you may want to prioritize your ideas with the intention of
adding a new one to the queue as soon as one has been completed. You can also change your
timeframe and identify objectives for each quarter instead of for the year to keep things tight.

Another challenge some analytical business owners face is getting too detailed with their objectives. If
you have a long list of objectives, see if you can group the ones that are supporting their same
overarching purpose and create a hierarchy, so that your top level initiatives are manageable and are
supported with more detailed goals.

Questions:

What are your key long term objectives? (List the top two to five things you want to accomplish in the
next 1-2 years.)

Strategies: For each objective on your list, answer the following questions:
Objective One

What is the objective?

What is your overall strategy or approach for achieving the objective?

Does it make sense to break this into milestones or subgoals and do you want to create deadlines?
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Does it make sense to set up a system or routine for action that will yield to progress? (something that
is done consistently and regularly over time, such as daily or weekly)

What might get in the way of successfully achieving this objective?

How do you want to handle obstacles as they arise?
What support do you need to keep you focused, accountable, and on track?
What do you want to monitor to make sure you are on track?

What might be a valid reason to give up on this objective or change direction?

What will you keep an eye out for to signal it’s time to re-evaluate?

How will you know you’ve achieved the objective?
Objective Two

What is the objective?

What is your overall strategy or approach for achieving the objective?
Does it make sense to break this into milestones or subgoals and do you want to create deadlines?

Does it make sense to set up a system or routine for action that will yield to progress? (something that
is done consistently and regularly over time, such as daily or weekly)

What might get in the way of successfully achieving this objective?
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How do you want to handle obstacles as they arise?
What support do you need to keep you focused, accountable, and on track?
What do you want to monitor to make sure you are on track?

What might be a valid reason to give up on this objective or change direction?

What will you keep an eye out for to signal it’s time to re-evaluate?

How will you know you’ve achieved the objective?
Objective Three

What is the objective?

What is your overall strategy or approach for achieving the objective?
Does it make sense to break this into milestones or subgoals and do you want to create deadlines?

Does it make sense to set up a system or routine for action that will yield to progress? (something that
is done consistently and regularly over time, such as daily or weekly)

What might get in the way of successfully achieving this objective?

How do you want to handle obstacles as they arise?
What support do you need to keep you focused, accountable, and on track?
What do you want to monitor to make sure you are on track?
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What might be a valid reason to give up on this objective or change direction?

What will you keep an eye out for to signal it’s time to re-evaluate?

How will you know you’ve achieved the objective?
Objective Four

What is the objective?

What is your overall strategy or approach for achieving the objective?
Does it make sense to break this into milestones or subgoals and do you want to create deadlines?

Does it make sense to set up a system or routine for action that will yield to progress? (something that
is done consistently and regularly over time, such as daily or weekly)

What might get in the way of successfully achieving this objective?

How do you want to handle obstacles as they arise?
What support do you need to keep you focused, accountable, and on track?
What do you want to monitor to make sure you are on track?

What might be a valid reason to give up on this objective or change direction?

What will you keep an eye out for to signal it’s time to re-evaluate?
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How will you know you’ve achieved the objective?

Objective Five

What is the objective?

What is your overall strategy or approach for achieving the objective?
Does it make sense to break this into milestones or subgoals and do you want to create deadlines?

Does it make sense to set up a system or routine for action that will yield to progress? (something that
is done consistently and regularly over time, such as daily or weekly)

What might get in the way of successfully achieving this objective?

How do you want to handle obstacles as they arise?
What support do you need to keep you focused, accountable, and on track?
What do you want to monitor to make sure you are on track?

What might be a valid reason to give up on this objective or change direction?

What will you keep an eye out for to signal it’s time to re-evaluate?

How will you know you’ve achieved the objective?
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SECTION TEN — ACTION PLAN

Short Term Action Plan
This working business plan is something you will re-visit frequently to assess your progress and keep you
on track. It will take approximately one hour to go through this process each time, which includes:

1. Filling out section one, your status update

2. Scanning through your business plan and making any obvious changes

3. Filling out section ten, your action plan for the next time period

How often do you want to check in with your business plan? (I suggest weekly if you are just starting
out, monthly if you are pretty established, and every two weeks if you can’t decide)

From now until you next check in, what is the MOST IMPORTANT initiative you want to focus on?
What are the MOST IMPORTANT actions related to this initiative you want to make sure to accomplish?

Write a short list of other business-related things you want to accomplish this period that feel
IMPORTANT:

Before closing this document, write a to do list, set up reminders and calendar events that are related to
your intentions.

Congratulations! You are done for this period and we’ll see you soon!
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