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Time
 and
 again,
 I’ve
 sat
 down
 with
 a
 business
 owner
 to
 talk
 about
 a
 new
 idea,
 only
 to
 find
 out
 that
 they
 are
 finan-
 cially
 unstable
 and
 in
 trouble
 because
 they
 don’t
 have
 a
 plan.
 I
 could
 throw
 in
 all
 the
 clichés
 (like
 if
 you
 fail
 to
 plan
 you
 plan
 to
 fail),
 but
 it’s
 not
 surpri-
 sing
 that
 most
 small
 businesses
 don’t
 really
 have
 a
 plan.
 Planning
 is
 challenging,
 it’s
 wrought
 with
 complication,
 and
 a
 lot
 of
 the
 information
 out
 there
 is
 convo-
 luted
 and
 daunting.
 Small
 business
 owners
 are
 often
 driven
 by
 passion
 rather
 than
 simply
 an
 interest
 in
 business.
 They
 start
 a
 business
 that
 they
 care
 for,
 and
 often
 learn
 a
 lot
 of
 lessons
 as
 they
 go.
 So,
 when
 they
 hear
 they
 need
 a
 plan,
 they
 may
 try
 to
 write
 one.
 Or
 several.
 Only
 to
 get
 lost
 in
 the
 details
 and
 stuck
 on
 the
 semantics
 and
 then
 to
 discard
 the
 thing
 in
 a
 dra-
 wer
 because
 it
 does
 not
 make
 sense
 to
 the
 business.
 I
 totally
 get
 it.









Foreword



Welcome!
 And
 thank
 you
 for
 choosing
 the
 Strategic
 Planning
 Workbook!
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I
 wrote
 this
 book
 to
 take
 the
 mystery,
 and
 the
 fear
 frustration
 and
 confusion,
 out
 of
 planning
 for
 your
 business.
 My
 goal
 is
 to
 make
 it
 both
 down
 to
 earth
 and
 accessible.
 You
 should
 be
 able
 to
 finish
 this
 in
 a
 month
 if
 you
 are
 serious
 and,
 in
 a
 weekend
 if
 you
 are
 truly
 diligent
 and
 bent
 on
 getting
 it
 done.
 Easy
 is
 one
 of
 the
 most
 misused
 words
 in
 the
 English
 language
 so
 I
 will
 not
 call
 it
 easy.
 But
 I
 will
 say
 this
 is
 concise,
 and
 cuts
 through
 much
 of
 what
 you
 don’t
 need
 in
 a
 plan
 to
 help
 you
 focus
 on
 what
 you
 do.
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This
 book
 has
 been
 crafted
 specifically
 for
 small
 business
 owners
 making
 under
 10
 million
 and
 more
 likely
 less
 than
 5
 million
 in
 top
 line
 revenue,
 with
 anywhere
 from
 sole
 proprietor
 up
 to
 about
 30
 employees.
 (For
 those
 who
 are
 bigger,
 while
 there
 are
 takeaways
 in
 this
 text
 that
 are
 universal,
 you
 may
 need
 more
 in
 the
 way
 of
 details
 for
 bank
 and
 tax
 purposes,
 and
 this
 book
 may
 not
 be
 enough.)
 It’s
 designed
 to
 be
 a
 workbook
 and
 to
 take
 you
 through
 a
 series
 of
 steps
 to
 make
 your
 own
 strategic
 plan,
 as
 in
 one
 you
 can
 actually
 use.
 It’s
 simplified,
 as
 it
 should
 be,
 so
 that
 you
 can
 complete
 it
 quickly
 and
 get
 back
 to
 work.
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Introduction
 –
 READ
 ME
 FIRST!



Let’s
 get
 started!
 









Strategic
 Plan



A
 DYNAMIC
 document
 that
 You
 the
 owner
 use
 as
 a
 tool
 to
 run
 your
 business.
 It
 is
 an
 internal
 document
 meant
 for
 you
 to
 work
 out
 issues
 and
 make
 mistakes
 on,
 not
 something
 you
 show
 to
 others
 like
 banks
 or
 investors.









Business
 Plan



A
 STATIC
 document
 that
 is
 used
 to
 secure
 funding
 from
 a
 bank
 or
 sell
 your
 business
 on
 paper.
 It
 is
 something
 that
 is
 prepared
 for
 others,
 after
 being
 very
 well
 edited,
 and
 should
 not
 be
 a
 place
 where
 you
 hammer
 out
 mistakes
 or
 new
 ideas.
 This
 is
 a
 final
 product
 that
 would
 be
 seen
 by
 banks,
 investors,
 a
 board,
 or
 sent
 for
 professional
 review.
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This
 workbook
 is
 arranged
 in
 two
 parts.
 Part
 1
 is
 a
 four-part
 series
 of
 foundation
 building.
 It
 is
 the
 precursor
 to
 strategic
 planning.
 First,
 we
 gather
 data
 about
 the
 business
 and
 the
 market.
 Once
 completed
 we
 then
 move
 to
 the
 actual
 planning
 phase
 in
 Part
 2,
 a
 six-part
 series
 where
 we
 use
 the
 data
 from
 Part
 1
 to
 form
 a
 path
 to
 success.
 Each
 of
 the
 chapters
 in
 both
 sections
 is
 a
 lesson
 with
 a
 corresponding
 activity
 section
 for
 you
 to
 start
 creating
 your
 own
 plan.
 Remember
 that
 this
 is



the
 meat
 and
 bones
 version.
 It’s
 been
 stripped
 down
 of
 any
 excess
 and
 set
 up
 to
 get
 you
 thro-
 ugh
 in
 a
 concise
 amount
 of
 time.
 But
 you
 are
 not
 limited.
 You
 can
 add
 more.
 In
 any
 area,
 if
 you
 feel
 that
 you
 have
 more
 to
 include
 feel
 free
 to
 get
 creative.
 This
 book
 is
 designed
 to
 help
 you
 cre-
 ate
 the
 basic
 framework.
 It
 can
 be
 a
 standalone,
 or
 a
 foundation
 for
 the
 more
 elaborate.
 Both
 are
 correct.
 In
 every
 part
 of
 this
 book
 you
 are
 advi-
 sed
 and
 encouraged
 to
 make
 it
 work
 for
 you.









vs
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For
 the
 purpose
 of
 this
 book
 we
 will
 reference
 the
 strategic
 plan
 and
 the
 business
 plan
 and
 distinguish
 between
 the
 two.
 Although
 the
 words
 sometimes
 get
 used
 interchangeably,
 and
 other
 authors
 may
 vary
 the
 definition,
 for
 this
 text
 there
 is
 a
 difference
 in
 two
 types
 of
 documents
 used
 to
 convey
 the
 plan
 for
 a
 business.



In
 essence,
 you
 use
 the
 strategic
 plan
 
 to
 make
 directional
 company
 decisions,
 and
 you
 use
 the
 material
 you
 create
 in
 the
 strategic
 plan
 to
 put
 together
 the
 business
 plan
 .
 They
 are
 very
 similar
 and
 contain
 many
 of
 the
 same
 elements
 and
 data.
 The
 key
 difference
 is
 that
 we
 are
 using
 one
 as
 an
 internal
 tool
 to
 help
 craft
 a
 plan
 that
 will
 change
 over
 time,
 and
 the
 other
 as
 a
 snapshot
 of
 a
 moment
 in
 time
 to
 communi-
 cate
 the
 value
 of
 the
 business
 to
 others.



These
 are
 the
 sections
 we
 will
 be
 inclu-
 ding
 in
 the
 plan
 we
 craft
 together.
 It’s
 not
 an
 exhaustive
 list
 of
 what
 could
 go
 into
 a
 plan,
 but
 it’s
 been
 my
 experience
 that
 these
 key
 ele-
 ments
 can
 be
 plenty
 for
 a
 small
 business
 and
 it’s
 not
 always
 necessary
 to
 get
 more
 in-depth
 than
 what
 you
 will
 find
 in
 this
 workbook.
 But
 again,
 do
 more
 as
 you
 like.



As
 you
 work
 through
 this
 book
 you
 will
 have
 corresponding
 sections
 in
 your
 workbook
 to
 complete,
 matching
 the
 elements
 listed
 above.
 The
 best
 way
 to
 approach
 this
 is
 to
 thumb
 through









The
 Elements
 of
 Our
 Strategic
 Plan
 



Mission/Vision/Values



Business
 Model



Profit
 Loss
 &
 Budget



Market
 Analysis



Goals



Strategy
 &
 Initiatives



Cost
 Analysis



Strategic
 Framework



Schedule



Project
 Sheets
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the
 content
 once
 to
 get
 a
 feel
 for
 what
 is
 about
 to
 happen.
 Then
 gather
 up
 necessary
 documentation
 you
 may
 need
 and
 carve
 out
 some
 time
 to
 dig
 in.
 Feel
 free
 to
 use
 work
 you
 have
 already
 done,
 should
 you
 have
 done
 the
 tasks
 in
 any
 one
 of
 these
 sections.
 For
 example,
 many
 of
 you
 will
 already
 have
 a
 mission
 statement.
 Don’t
 reinvent
 the
 wheel.
 If
 it’s
 still
 working
 use
 it.
 And
 so
 on.



Note
 that
 we
 will
 be
 follo-
 wing
 the
 life
 of
 Company
 G
 throughout
 the
 text
 for
 the
 sake
 of
 examples.
 Company
 G
 is
 a
 made-
 -up
 company
 mixing
 up
 examples
 from
 some
 of
 my
 most
 successful
 clients
 who
 went
 through
 this
 process.
 For
 our
 purposes
 here,
 I’ve
 made
 them
 into
 a
 single
 entity
 and
 given
 them
 a
 profile
 to
 help
 you
 better
 grasp
 the
 examples.



So,
 without
 further
 ado,
 let’s
 move
 into
 chapter
 one!









Company
 G



Company
 G
 is
 a
 microbrewery
 with
 a
 small
 tasting
 room
 and
 a
 solid
 but
 small
 base
 of
 loyal
 clients
 on
 an
 email
 list.
 There
 is
 one
 owner,
 and
 he
 has
 three
 employees.
 They
 hand
 craft
 their
 own
 product
 in
 house
 with
 most
 of
 their
 own
 equipment
 and
 rent
 space
 from
 a
 landlord
 and
 contract
 out
 several
 other
 ancillary
 services.
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Mission,
 Vision
 and
 Values









The
 mission,
 vision,
 and
 values
 (MVV)
 are
 an
 important
 step
 in
 the
 process,
 although
 not
 always
 the
 best
 first
 step.
 This
 will
 define
 your
 business,
 but
 just
 like
 an
 executive
 statement
 it
 can
 be
 done
 at
 the
 end
 after
 everything
 else
 is
 formulated.
 For
 some,
 you
 will
 have
 done
 this
 exercise
 already
 as
 this
 is
 a
 core
 piece
 of
 any
 busi-
 ness
 and
 many
 classes
 will
 encourage
 you
 to
 complete
 this.
 If
 you
 have
 yours
 already,
 and
 they
 are
 still
 working
 for
 you,
 then
 you
 don’t
 need
 to
 update.
 You
 can
 skip
 this
 chapter.
 For
 those
 that
 have
 never
 done
 this
 or
 have
 an
 outdated
 set
 of
 MVV,
 this
 IS
 important
 despite
 the
 challenge.



So
 please
 read
 through
 the
 material
 in
 the
 first
 chapter
 and
 give
 it
 a
 try.
 If
 it
 doesn’t
 come
 natu-
 rally
 move
 on
 to
 the
 business
 model
 in
 Chapter
 2
 and
 come
 back
 to
 this
 when
 you
 get
 closer
 to
 completion
 or
 when
 it
 makes
 more
 sense.
 (Don’t
 worry,
 I’ll
 remind
 you
 about
 this
 at
 the
 end.)



Mission



The
 Mission
 is
 the
 40,000-
 foot
 view
 of
 what
 you
 are
 doing
 as
 a
 company.
 It
 is
 a
 statement
 of
 pur-
 pose.
 It
 should
 be
 a
 sentence
 that
 clearly
 states
 why
 you
 exist
 as
 a
 company
 and
 what
 you
 do
 to
 be
 a
 company.
 Keep
 it
 simple!
 Any
 person
 who
 reads
 your
 mission
 should
 be
 able
 to
 com-
 pletely
 understand
 what
 you
 do
 by
 reading
 it.
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Part
 1:
 Laying
 the
 foundation
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Vision



The
 vision
 statement
 is
 all
 about
 the
 future.
 But
 a
 word
 of
 caution;
 in
 business,
 especially
 in
 big
 business,
 the
 goals
 are
 often
 associated
 with
 growth
 and
 progress.
 You
 must
 be
 more,
 do
 more,
 achieve
 more,
 and
 so
 on.
 If
 that
 is
 what
 you
 want
 then
 that
 is
 great,
 grow
 away
 and
 let
 your
 vision
 reflect
 that.
 But
 some
 entrepre-
 neurs
 do
 what
 they
 do
 because
 they
 want
 a
 nice
 life,
 as
 their
 own
 boss,
 with
 time
 for
 family
 and
 friends.
 That
 is
 also
 perfectly
 fine.
 You
 really
 need
 to
 craft
 this
 section
 with
 a
 mind
 for
 what
 you
 truly
 want
 out
 of
 life
 and
 your
 business.
 Have
 a
 good
 heart
 to
 heart
 with
 you
 and
 you.
 And
 maybe
 even
 write
 out
 what
 thoughts
 come
 to
 mind
 if
 journaling
 appeals
 to
 you.
 Make
 sure
 what
 you
 line
 out
 here
 has
 everything
 to
 do
 with
 what
 you
 actually
 want.
 Because
 if
 you
 are
 not
 happy
 then
 nothing
 else
 really
 matters.



The
 vision,
 reflective
 of
 the
 mission,
 is
 also
 a
 statement.
 It
 is
 usually
 kept
 to
 a
 paragraph
 or
 less.



Values



The
 values
 section
 is
 one
 where
 you
 have
 a
 little
 bit
 more
 freedom
 to
 say
 more
 but
 this
 is
 where
 people
 can
 get
 hung
 up
 on
 the
 details
 and
 waste
 a
 lot
 of
 time.
 Try
 to
 keep
 it
 under
 5
 value
 state-
 ments
 or
 one
 tight
 paragraph
 for
 now.
 This
 is
 always
 something
 you
 can
 journal
 about
 and
 continue
 to
 evolve
 into
 the
 future.
 For
 now,
 try
 to
 quantify
 the
 things
 you
 are
 committed
 to
 as
 a
 company,
 be
 it
 your
 environmental
 commit-
 ment,
 employee
 values,
 quality
 service,
 etc.




Your
 turn!
 Mission-Vision-Values
 Turn
 to
 Worksheet
 1
 on
 page
 63
 in
 the
 back
 of
 this
 workbook
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Company
 G’s
 mission
 statement:



Improving
 the
 beer
 experience
 for
 our
 retail
 clients
 by
 combining
 the
 best
 ingredients
 and
 brewing
 techniques
 to
 produce
 exciting
 new
 flavors
 and
 concepts
 in
 beer
 enjoyment.



This
 is
 one
 slightly
 conjunctive
 sentence
 that
 tells
 you
 what
 you
 can
 expect
 from
 Company
 G
 when
 you
 patronize
 their
 establishment
 or
 con-
 sume
 their
 product.
 In
 other
 words,
 don’t
 overthink
 this
 part.
 Simply
 state
 what
 you
 do
 in
 a
 way
 that
 anyone
 who
 read
 it
 would
 understand
 what
 your
 business
 was
 about.
 If
 your
 busi-
 ness
 has
 more
 than
 one
 distinct
 goal
 or
 purpose
 use
 an
 AND
 to
 make
 a
 true
 conjunctive
 sentence
 (i.e.
 I
 teach
 classes
 for
 X
 AND
 sell
 products
 to
 Y).
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Company
 G’s
 Vision:



To
 reach
 production
 capacity
 in
 two
 years
 and
 maintain
 a
 steady
 income
 at
 capacity
 for
 three
 years
 thereafter,
 continuing
 to
 provide
 quality
 unique
 beers
 for
 a
 healthy
 sized
 loyal
 clientele.



Notice
 how
 Company
 G
 does
 not
 aspire
 to
 grow
 too
 much
 big-
 ger
 but
 instead
 to
 stay
 at
 a
 level
 that
 meets
 his
 current
 space
 and
 production
 capabilities.
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Company
 G’s
 value
 statements:



We
 source
 high
 quality
 ingredients



We
 source
 local
 whenever
 possible



We
 are
 small
 on
 purpose
 and
 we
 will
 stay
 small
 and
 stay
 true
 to
 our
 micro
 batch
 heritage



Let
 these
 statements
 reflect
 the
 com-
 pany
 priorities
 and
 use
 them
 to
 set
 expectations
 and
 show
 your
 presence.
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Business
 Model









This
 chapter
 is
 focused
 on
 the
 business
 model,
 which
 is
 an
 overview
 of
 how
 your
 business
 operates.
 Writing
 out
 a
 business
 model
 is
 an
 exercise
 that
 is
 very
 important
 to
 you
 
 under-
 standing
 your
 business,
 although
 once
 com-
 plete
 this
 section
 will
 work
 well
 in
 a
 business
 plan
 meant
 to
 obtain
 further
 funding.
 But
 first
 things
 first,
 you
 need
 to
 write
 out
 your
 methods
 and
 make
 sure
 you’re
 operating
 on
 par!



The
 business
 model
 gives
 another
 40,000-foot
 view.
 This
 time
 focusing
 on
 how
 the
 business



does
 business.
 This
 is
 the
 OVERVIEW.
 This
 is
 not
 where
 the
 details
 go,
 and
 it’s
 not
 where
 a
 lot
 of
 numbers
 go.
 We
 conquer
 that
 next
 in
 Chapter
 3.
 This
 is
 the
 outline
 you
 write
 before
 you
 start
 into
 the
 details
 of
 strategic
 planning.
 This
 is
 also
 not
 where
 we
 start
 talking
 change.
 This
 is
 where
 you
 write
 out
 what
 is
 currently
 happening
 in
 order
 to
 gauge
 where
 you
 need
 to
 go
 and
 how.
 If
 you
 have
 one
 of
 these
 already
 feel
 free
 to
 use
 it
 and
 skip
 this
 section.
 Unless,
 of
 course,
 it
 needs
 an
 update.









Business
 Model
 for
 Company
 G



Business
 Name:
 
 Company
 G	



Business
 Type:
 Small
 Business
 Brewery



Owner/CEO:
 Mr.
 G



General
 Manager:
 
 Mr.
 G



To
 b2b
 or
 b2c
 customers:
 
 B2C



Gross
 Profit
 Last
 Year:
 600,000



Margin:
 
 5%



Number
 of
 employees:
 
 3



Salary/Hourly:
 Owner=Salary
 Employees
 =
 Part
 Time
 Hourly
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This
 business
 provides
 the
 product/service
 of:



19
 varieties
 of
 craft
 beer



Tasting
 room
 venue



Price
 Sheet:
 




Product/Service






Unit
 Cost






5
 Varieties
 of
 Amber
 Ale






$8.00
 per
 8oz






3
 Varieties
 of
 Stout
 Ale






$9.00
 per
 8oz






5
 Varieties
 of
 Pale
 Ale	






$8.50
 per
 80z






6
 Varieties
 of
 Flavored
 Beers






$10.00
 per
 8oz





This
 business
 markets
 the
 offerings
 through
 these
 channels:
 



Events



Newsletter



Facebook



Website



Local
 Networking



This
 business
 sells
 the
 offering
 through
 these
 channels:



Retail
 in
 person
 in
 the
 tasting
 room
 or
 via
 local
 events.



Email
 orders
 for
 shipping.



This
 business
 handles
 payables
 and
 receivables
 in
 this
 manner:



This
 business
 accepts
 no
 financing.



All
 products
 are
 paid
 for
 at
 time
 of
 purchase,
 or
 email
 order
 through
 the
 Square
 account.



This
 business
 pays
 for
 all
 its
 product
 via
 the
 credit
 account
 and
 settles
 the
 account
 EOM.



This
 business
 employs
 these
 titles:



1
 Owner
 –
 As
 needed



1
 Brewer
 –
 20-hour
 workweek
 9-2
 T-F



2
 Tasting
 Room
 Managers
 -
 split
 week
 3
 shifts
 each
 4-10



This
 business
 does
 its
 own
 in-house
 ancillary
 services
 or
 contracts
 these
 services:



Oversee
 Operations
 –
 Owner
 In
 House



Brewing
 –
 Brewer
 In
 House
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Tasting
 Room
 Management
 –
 Tasting
 Room
 Managers
 In
 House



Delivery
 –
 UPS



Accounting
 –
 Contracted
 Accountant



IT
 –
 Contracted
 IT
 Management
 Firm



Sales/Marketing
 –
 Owner
 In
 house



HR-
 Owner
 In
 house



Business
 Model
 Summary:
 



We
 source
 our
 products
 from
 about
 25
 suppliers,
 which
 are
 delivered
 to
 us
 and
 create
 beer
 in
 our
 brewing
 area.
 Our
 tasting
 room
 is
 co-run
 by
 two
 employees
 and
 open
 from
 4-9
 six
 days
 a
 week.
 We
 market
 via
 the
 web,
 our
 tasting
 room
 and
 in
 person
 events,
 and
 consumers
 purchase
 our
 products
 in
 person
 or
 by
 emailing
 orders,
 and
 are
 delivered
 via
 a
 shipping
 service.
 We
 have
 some
 bottling
 equipment
 that
 automates
 but
 shipments
 are
 packed
 and
 shipped
 by
 hand;
 no
 automation.
 The
 owner
 and
 small
 staff
 do
 the
 work
 of
 brewing,
 selling,
 marketing,
 events,
 and
 running
 the
 tasting
 room.
 Accounting,
 and
 IT
 are
 contracted
 out.










Your
 turn!
 Business
 Model
 Turn
 to
 Worksheet
 2
 on
 page
 65
 in
 the
 back
 of
 this
 workbook










Creating
 this
 should
 give
 you
 a
 good
 overview
 of
 how
 your
 business
 currently
 does
 business.
 As
 mentioned,
 this
 document
 can
 be
 used
 in
 the
 business
 plan.
 But
 the
 great
 benefit
 of
 this
 docu-
 ment
 is
 to
 allow
 you,
 the
 business
 owner,
 to
 see
 the
 overview.
 This
 can
 be
 helpful,
 but
 producing
 this
 can
 also
 be
 a
 good
 way
 of
 discovering
 flaws



in
 the
 design.
 As
 we
 move
 into
 Part
 2,
 we
 will
 be
 listing
 out
 goals
 and
 then
 working
 to
 model
 how
 we
 will
 achieve
 them.
 If
 your
 business
 model
 provides
 proof
 that
 you’re
 not
 working
 up
 to
 speed,
 you’ll
 have
 an
 opportunity
 to
 set
 goals
 that
 align
 to
 making
 positive
 changes
 in
 Chapter
 5.
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Profit
 Loss
 and
 Budget



Now
 we
 tackle
 the
 numbers.
 We
 need
 to
 take
 a
 look
 at
 the
 profit
 and
 loss
 statement
 (PNL).
 Any
 good
 business
 owner
 knows
 they
 need
 to
 be
 tracking
 their
 income
 and
 expenses
 to
 keep
 the
 business
 in
 check,
 capitalize
 on
 all
 the
 tax
 advantages,
 and
 limit
 wasteful
 spending.
 You
 should
 
 have
 a
 PNL
 already
 in
 some
 form,
 hopefully
 in
 a
 digital
 product
 that
 helps
 you
 to
 track
 expenses.
 But
 I’ve
 seen
 multiple
 small
 businesses
 that
 try
 to
 get
 away
 with
 skipping
 this
 step
 or
 doing
 it
 on
 notebook
 paper,
 even
 in
 2019
 no
 less,
 and
 that
 is
 just
 a
 bad
 idea
 .



The
 numbers
 tell
 us
 stories
 about
 how
 the
 business
 is
 functioning.
 This
 is
 the
 place
 where
 we
 give
 dollar
 amounts
 to
 the
 various
 revenue
 streams
 in
 our
 busi-
 ness
 model
 versus
 the
 cost
 to
 produce.
 As
 you
 may
 have
 guessed
 if
 it
 costs
 more
 to
 produce
 a
 product
 than
 you
 make
 in
 selling,
 it
 and
 that
 doesn’t
 have
 the
 poten-
 tial
 to
 change
 soon,
 it
 is
 something
 that
 will
 need
 to
 be
 addressed
 when
 we
 set
 goals
 in
 chapter
 5.
 But
 don’t
 be
 frightened
 (yes,
 this
 part
 frightens
 people).
 It’s
 uncom-
 fortable
 to
 see
 at
 first
 but
 once
 this
 part
 is
 done
 you
 will
 be
 amazed
 at
 the
 calming
 effect
 of
 knowing
 where
 you
 stand
 can
 have.
 Let’s
 take
 a
 look
 at
 the
 PNL
 for
 Co
 G.










Revenue
 






Actual
 Last
 Year






Tasting
 Room






220,000






Events






180,000






Email
 Sales






200,000






Total
 Sales






$600,000






 COGS












Product






169,000.






Bottling






 20,000






Shipping






 12,000






Events






121,000






Other






 1,000






Total
 Sales
 






$323,000






Gross
 Margin






$277,000






Gross
 Margin
 %






46%






Expenses






 






Payroll






 128,000






Sales
 &
 Marketing






 24,000






Leased
 Equipment






 960






Utilities






 1,964






Insurance






 1,718






Rent






 14,733






Payroll
 Taxes






 15,000






Accountant






 10,000






Office
 Expenses






 30,000






Other






 -






Total
 Op
 Expense
 






$226,375






EBITDA






 50.625






Interest






 700






Taxes






 19,722






Depreciation






4,200






Amortization






 






 






Net
 Profit
 






$30,203






Net
 Profit
 Margin
 






5.03%











 17
 /
 92









Strategic
 Planning
 for
 Small
 Businesses
 and
 Sole
 Proprietors









Profit
 Loss
 and
 Budget







[image: ]


[image: ]





The
 example
 you
 see
 is
 an
 annual
 total
 of
 the
 profit
 and
 loss
 from
 the
 previous
 year.
 We
 will
 be
 doing
 more
 in-depth
 analy-
 sis
 of
 aspects
 of
 this
 in
 chapter
 8,
 as
 we
 chose
 the
 methods
 regarding
 our
 strategy.
 For
 right
 now
 the
 most
 important
 thing
 is
 to
 get
 accurate
 numbers
 and
 fill
 them
 into
 the
 table.



As
 we
 move
 to
 understand
 the
 numbers,
 an
 exercise
 in
 revenue
 stream
 margins
 can
 be
 helpful.
 Especially
 if
 you
 have
 multiple
 revenue
 streams,
 this
 is
 how
 you
 understand
 which,
 if
 any,
 are
 making
 money
 and
 which
 are
 taking
 it
 away
 from
 the
 bottom
 line.
 Here
 is
 a
 brief
 breakdown
 of
 the
 event
 revenue
 stream
 for
 Co.
 G.



It’s
 important
 to
 consider
 this
 as
 a
 high-level
 view
 of
 the
 situation.
 Many
 of
 the
 categories
 can
 be
 broken
 down
 further
 and
 can
 give
 a
 deeper
 overall
 picture
 of
 how
 money
 works
 in
 your
 company.
 For
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Revenue
 Stream
 Analysis
 Example
 Attend
 an
 Event




Revenue
 1:
 10,000
 at
 show






Revenue
 2:
 5,000-
 10,000
 sales
 from
 emails
 specific
 to
 show






Total
 =
 15-20k






Expense
 1:
 Booth
 $2,000






Expense
 2:
 Other
 Fees
 2%
 revenue






Expense
 3:
 Travel
 Expense
 $50






Expense
 4:
 Employee
 Pay
 $150






Expense
 5:
 Product
 $2,000






Expense
 6:
 Marketing
 Material
 $400






Total
 =
 4,800






 Profit
 =
 5,200-15,200



Margin
 =
 25-75%
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Profit
 margin
 formula



Profit



Revenue
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example,
 an
 office
 supply
 bill
 can
 be
 itemized
 to
 establish
 if
 a
 company
 was
 excessively
 purcha-
 sing
 items
 that
 they
 didn’t
 need
 or
 were
 using
 too
 much
 of.
 A
 utility
 bill
 can
 be
 analyzed
 to
 see
 if
 there
 were
 ways
 to
 save
 on
 expenses
 through
 upgrades
 that
 come
 with
 rebates.
 And
 something
 more
 complicated
 like
 a
 marketing
 spend
 could
 be
 analyzed
 to
 see
 what
 channels
 were
 creating
 the
 most
 conversions,
 and
 which
 were
 costing
 more
 than
 they
 produced.
 You
 could
 also
 take
 this
 very
 deep
 and
 analyze
 what
 each
 flavor
 of
 beer
 produced
 in
 terms
 of
 revenue,
 and
 which
 products
 sold
 best.
 More
 on
 that
 will
 be
 covered
 in
 book
 2
 the
 Marketing
 Planning
 Workbook.



This
 is
 where
 good
 software
 comes
 in
 handy,
 as
 it
 can
 keep
 your
 expenses
 tracked
 more
 specifi-
 cally,
 and
 you
 can
 pull
 reports
 out
 of
 it
 as
 needed
 to
 help
 guide
 your
 decision
 making.
 You
 can
 do
 this
 on
 an
 excel
 spread
 sheet,
 too.
 But
 software
 does
 make
 things
 easier.
 For
 the
 purpose
 of
 this
 work
 I
 have
 used
 an
 annual
 table
 and
 you
 may
 assume
 that
 each
 value
 is
 divided
 by
 12
 and
 split
 evenly
 over
 the
 course
 of
 the
 year.
 As
 things
 are
 not
 always
 even
 from
 month
 to
 month
 in
 the
 real
 world,
 using
 your
 own
 data
 broken
 down



by
 month
 can
 help
 you
 to
 see
 trends
 like
 client
 purchasing
 behavior
 from
 month
 to
 month,
 or
 something
 more
 mundane
 like
 when
 and
 by
 how
 much
 your
 electric
 bill
 spikes
 in
 winter.



For
 now,
 Company
 G
 is
 going
 to
 be
 concer-
 ned
 with
 the
 less
 complicated
 wasteful
 spen-
 ding
 on
 excess
 administrative
 costs
 for
 aspects
 that
 support
 the
 business.
 For
 example,
 Mr.
 G
 took
 a
 look
 at
 his
 overall
 shipping
 expen-
 ses
 and
 he
 choked.
 (Not
 really,
 he’s
 a
 fictional
 character.)
 But
 the
 expenses
 did
 seem
 out
 of
 line
 for
 the
 revenue,
 so
 he
 broke
 them
 down.
 He
 questioned
 the
 shipping
 company
 fee
 and
 made
 a
 phone
 call.
 Turns
 out
 he
 could
 go
 with
 a
 different
 company
 and
 save
 about
 25%
 with
 a
 discount
 for
 small
 businesses
 based
 on
 volume.
 This
 is
 just
 one
 example
 of
 a
 spend
 analysis.




Shipping
 






 






 
 Co
 1






Co
 2






  






Shipping






12000






9000






 






Boxes






2500






2500






 






Tape






300






300






 






Packing
 Material






200






200






 






 






 






 






 






$15000






$12000





To
 be
 perfectly
 honest
 most
 businesses
 strug-
 gle
 with
 this
 part
 a
 lot.
 It’s
 tough
 to
 be
 in
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business
 and
 to
 be
 on
 a
 budget.
 It’s
 also
 hard
 not
 to
 spend
 money
 on
 things
 that
 don’t
 really
 serve
 in
 a
 world
 where
 everyone
 is
 trying
 to
 sell
 you
 something,
 but
 your
 budget
 and
 your
 plan
 are
 your
 friends.
 They
 can
 help
 you
 to
 make
 purchases
 more
 con-
 scientiously
 and
 in
 a
 way
 that
 will
 save
 you
 in
 the
 long
 run.
 As
 you
 will
 see
 here,
 Company
 G
 is
 discovering
 that
 some
 new
 pricing
 and
 fees
 coming
 next
 year
 will
 eat
 into
 the
 profit.
 Not
 to
 mention
 after
 the
 shipping
 analysis
 exercise
 Mr.
 G
 is
 suspi-
 cious
 there
 are
 a
 few
 other
 companies
 he
 can
 trade
 out
 and
 some
 accounts
 he
 can
 cancel.
 It’s
 giving
 him
 an
 inkling
 of
 one
 of
 the
 major
 goals
 of
 the
 coming
 year.
 More
 on
 this
 in
 Chapter
 5.




Your
 turn!
 Profit
 Loss
 and
 Budget
 Turn
 to
 Worksheet
 3
 on
 page
 69
 in
 the
 back
 of
 this
 workbook
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Market
 Analysis










Company
 






Product/Service






Pricing






Marketing
 
 Mix






Revenue
 






Company
 G






Brewery
 –
 19
 varieties



Tasting
 room






7-10
 per
 12oz
 beer






Facebook,



Website,



Newsletter



Events






$600,000
 top
 line
 revenue
 last
 year






Competitor
 1:



Company
 Z






Brewery
 –
 12
 varieties



Tasting
 Room/e-store






Comparable
 –
 7-10
 per
 12
 oz
 beer






Facebook,
 Instagram,
 Newsletter






Est
 $800,000
 top
 line
 last
 year






Competitor
 2:



Company
 Q






Brewery/Winery
 –
 8
 beer
 varieties,
 12
 wines



Events
 only,
 e-store






Comparable
 –
 7-10
 per
 beer,
 wine
 around
 10-
 12
 per
 glass
 or






Facebook,
 Instagram,
 Twitter,
 Website,
 YouTube,
 Events






Est
 $600,000
 top
 line
 last
 year






Competitor
 3:



Company
 X






Brewery
 –
 25
 beer
 varieties



Tasting
 Room
 and
 some
 product
 in
 local
 grocers.






Higher
 price
 –
 average
 of
 $2
 more
 dollars
 per
 beer






Facebook,
 Instagram,
 Website,
 Grocery
 Store,
 Classes






Est
 $1,000,000
 top
 line
 last
 year











At
 this
 point
 it’s
 important
 to
 look
 up
 for
 a
 few
 minutes
 and
 check
 the
 market
 you’re
 working
 in.
 This
 data
 will
 be
 beneficial
 in
 weeding
 out
 the
 bad
 ideas
 and
 keeping
 the
 good
 ones.
 Don’t
 feel
 you
 have
 to
 spend
 an
 excessive
 amount
 of
 time
 on
 this.
 It
 can
 be
 done
 in
 a
 couple
 of
 hours
 or
 less.
 The
 goal
 is
 simply
 to
 take
 a
 quick
 look
 at
 others
 in
 your
 industry
 and
 gauge
 yourself.



To
 start,
 let’s
 do
 a
 competitor
 analysis.
 Try
 to
 pull
 together
 a
 list
 of
 the
 top
 three
 to
 five
 competi-
 tors
 in
 your
 immediate
 market
 and
 put
 together



some
 information
 in
 a
 table
 about
 them.
 It’s
 ok
 if
 you
 have
 less
 than
 three;
 sometimes
 a
 pro-
 duct
 or
 offering
 is
 unique.
 However,
 if
 you
 find
 yourself
 listing
 more
 than
 five
 you
 may
 be
 bet-
 ter
 off
 narrowing
 down
 to
 those
 that
 have
 the
 most
 comparable
 offerings
 or
 similar
 clientele.
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You
 don’t
 have
 to
 list
 every
 product,
 every
 price,
 and
 you
 may
 not
 be
 able
 to
 find
 revenue
 numbers.
 Do
 your
 best
 to
 guestimate
 what
 you
 are
 unsure
 of
 based
 on
 what
 you
 are
 sure
 of.
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Some
 information
 that
 can
 be
 gleaned
 from
 this
 table
 is
 that
 the
 marketing
 mix
 used
 by
 G
 is
 similar
 to
 competitors.
 The
 prices
 are
 comparable,
 but
 there
 is
 also
 room
 in
 the
 market
 to
 raise
 pri-
 ces
 slightly,
 still
 coming
 in
 under
 company
 x
 and
 realize
 more
 profit.
 There
 may
 also
 be
 some
 merit
 in
 considering
 classes
 or
 an
 e-store
 and
 of
 course
 an
 addition
 of
 more
 varieties
 of
 beer.



Next,
 let’s
 do
 a
 SWOT.



A
 SWOT
 stands
 for
 Strengths,
 Weaknesses,
 Opportunities,
 Threats.



Keep
 it
 simple—2
 to
 3
 bullet
 points
 per
 section.









strengths



Well
 liked
 product



Loyal
 clientele



Large
 social
 media
 platform









weaknesses



No
 online
 store



Clientele
 largely
 uneducated
 about
 products









opportunities



Competitors
 lack
 robust
 social
 media
 platform



Close
 competitors
 are
 lacking
 in
 good
 tasting
 room
 ambiance



Customers
 have
 expressed
 interest
 in
 e-store
 orders









threats



Heavy
 competition
 locally



Competitors
 have
 excellent
 e-store
 capacity
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Company
 G’s
 SWOT
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TIP



Strengths
 and
 Weaknesses
 are
 INTERNAL



Opportunities
 and
 Threats
 are
 EXTERNAL
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The
 SWOT
 gives
 more
 direction
 to
 the
 mar-
 keting
 table
 in
 step
 one.
 Now
 we
 can
 say
 that
 although
 competitors
 use
 social
 media
 in
 about
 the
 same
 mix
 Co.
 G
 does,
 they
 are
 not
 using
 theirs
 to
 the
 full
 extent
 which
 is
 a
 good
 place
 for
 Co.
 G
 to
 increase
 efforts,
 and
 they
 DO
 have
 great
 e-stores,
 something
 Co.
 G
 wants
 to
 have
 so
 they
 can
 compete
 better.



Finally,
 segment
 your
 customers.
 If
 you
 are
 new
 you
 will
 write
 about
 what
 you
 believe
 your
 ideal
 clients
 to
 be.
 But
 caution,
 this
 is
 not
 a
 popularity
 contest
 per
 se.
 You
 are
 not
 writing
 out
 the
 traits
 of
 people
 you
 like.
 You
 are
 taking
 a
 real
 look
 at
 the
 people
 who
 need
 your
 product
 or
 service
 and
 you
 are
 giving
 them
 a
 character
 with
 a
 persona.
 Give
 the
 persona
 a
 name
 that
 reflects
 their
 cari-
 cature
 and
 a
 mini
 description
 about
 them.
 Again,
 3-5
 is
 our
 go-to
 number
 for
 this
 workbook.
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Above
 Average
 Joe



A
 client
 of
 Company
 G.
 He’s
 in
 his
 30’s,
 has
 always
 liked
 beer,
 but
 has
 now
 developed
 a
 more
 sophisticated
 palate
 and
 he
 appreciates
 the
 various
 flavors
 of
 Company
 G’s
 offerings.
 He
 comes
 to
 the
 tasting
 room
 every
 so
 often
 with
 a
 buddy
 or
 two
 and
 buys
 a
 case
 or
 two
 when
 he
 is
 there.









cool
 couple



A
 pair
 of
 event
 goers
 that
 find
 out
 about
 the
 beer
 at
 an
 event.
 They
 like
 a
 couple
 of
 flavors
 in
 particular,
 appreciate
 the
 entrepreneurial
 spirit,
 and
 support
 small
 business.
 They
 buy
 a
 modest
 amount
 at
 the
 event
 and
 send
 email
 orders
 at
 least
 two
 more
 times.
 Sometimes
 they
 will
 get
 on
 the
 mailing
 list.









tasting
 room
 junkie



A
 person
 or
 group
 of
 tasters
 who
 like
 the
 atmosphere
 of
 a
 tasting
 room
 better
 than
 a
 bar,
 or
 they
 are
 doing
 a
 date
 night,
 girls’
 night,
 guys
 night,
 party/
 event
 or
 party
 bus
 etc.
 They
 are
 the
 least
 loyal
 of
 the
 market
 segments
 and
 are
 reluctant
 to
 get
 on
 the
 mailing
 list.
 They
 do
 tend
 to
 buy
 extra
 when
 visiting
 and
 they
 are
 the
 specific
 market
 for
 add
 on
 products
 as
 they
 linger
 in
 the
 tasting
 room
 and
 are
 always
 looking
 for
 new
 stuff
 to
 buy
 when
 visiting.
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As
 you
 see
 especially
 in
 the
 last
 example,
 the
 cari-
 catures
 are
 helpful
 in
 establishing
 things
 like
 spe-
 cific
 offerings
 for
 aspects
 of
 your
 clientele.



Finally,
 ask
 yourself
 where
 your
 current
 clientele
 is
 coming
 from.
 If
 you
 have
 been
 tracking
 this
 you
 will
 have
 a
 real
 answer.
 If
 you
 have
 not…well
 you
 should
 be,
 but
 for
 today
 you
 can
 estimate.
 Startups
 can
 also
 estimate
 if
 they
 have
 some
 kind
 of
 data
 to
 base
 it
 off
 of.



Co.
 G
 has
 been
 paying
 attention,
 but
 Mr.
 G
 confes-
 ses
 that
 he
 has
 not
 been
 tracking
 his
 data.
 However,
 he
 is
 aware
 of
 an
 interesting
 trend
 with
 his
 clients.



Clients
 find
 the
 tasting
 room
 through
 events,
 through
 local
 talk
 that
 has
 been
 bolstered
 by
 Mr.
 G’s
 attendance
 at
 the
 city
 chamber
 of
 commerce,
 and
 through
 Facebook.
 Interestingly
 enough,
 his
 base
 clientele
 on
 the
 email
 list
 have
 all
 come
 from
 the
 events
 he
 runs,
 and
 event
 goers
 either
 make
 it
 into
 his
 tasting
 room
 or
 they
 sign
 up
 for
 the
 email
 list.
 It
 doesn’t
 happen
 the
 other
 way
 around.



While
 Co.
 G
 has
 not
 been
 taking
 perfect
 notes
 on
 his
 marke-
 ting
 just
 yet,
 we
 do
 have
 the
 PNL.
 And
 it’s
 clear
 that
 it’s
 not
 only
 a
 strong
 arm
 of
 the
 business
 but
 its
 contributing
 to
 the
 other
 two
 streams
 of
 revenue
 in
 a
 way
 substantial
 enough
 to
 justify
 an
 increase
 in
 event
 attendance
 to
 increase
 sales.



So,
 take
 a
 moment
 to
 either
 gather
 your
 data
 regar-
 ding
 your
 clients,
 or
 to
 estimate
 based
 on
 what
 your
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PNL
 tells
 you
 regarding
 your
 revenue
 streams
 and
 where
 the
 people
 who
 create
 them
 are
 coming
 from.



Here’s
 Company
 G’s:



At
 this
 point
 there
 are
 two
 more
 suggestions
 that
 are
 not
 com-
 pletely
 necessary
 but
 can
 be
 helpful
 especially
 for
 businesses
 that
 seek
 growth
 as
 one
 of
 their
 main
 objectives.
 They
 are
 to
 do
 a
 survey,
 and
 to
 obtain
 further
 marketing
 data
 from
 the
 library
 resources.



Suggestion
 1:
 A
 survey
 can
 be
 done
 through
 an
 email
 list
 by
 simply
 listing
 out
 a
 few
 questions
 and
 sending
 them
 off
 to
 your
 clients
 with
 a
 requ-
 est
 that
 they
 consider
 filling
 it
 out
 and
 helping
 you.
 Many
 people
 will
 do
 it
 just
 because
 you
 ask.
 There
 are
 also
 platforms
 like
 survey
 monkey
 and
 mail
 chimp
 that
 can
 produce
 a
 very
 nice
 survey
 format,
 and
 may
 cost
 money
 and
 if
 you
 are
 not
 already
 using
 them,
 they
 are
 not
 necessary.
 Keep










Revenue
 Stream






Client
 Acquisition






Percentage
 of
 Revenue






Tasting
 Room






Event
 Attendees/
 Local
 Networking/Facebook






33%






Events






Event
 Attendees






30%






Email
 List






Event
 Attendees






36%
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TIP



If
 you
 ask
 for
 feedback,
 be
 prepared
 to
 get
 it.
 And
 do
 not
 ever
 respond
 negatively
 to
 bad
 reviews.
 It’s
 never
 “bring
 your
 ego
 to
 work”
 day,
 and
 while
 you
 may
 not
 like
 everything
 everyone
 has
 to
 say,
 it
 can
 help
 you
 to
 adjust
 your
 products
 and
 marketing
 by
 knowing
 how
 you
 are
 perceived.
 By
 the
 way
 if
 only
 one
 person
 complains
 about
 something
 it
 probably
 is
 a
 personal
 thing,
 but
 if
 multiple
 people
 are
 complaining,
 then
 you
 know
 it’s
 something
 that
 needs
 to
 be
 addressed.
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surveys
 short,
 unless
 you
 are
 incentivizing
 your
 responders.
 Long
 surveys
 won’t
 get
 answered
 without
 a
 coffee
 card
 attached!



Suggestion
 2:
 The
 second
 suggestion
 is
 to
 make
 an
 appointment
 with
 your
 local
 librarian
 and
 have
 them
 teach
 you
 how
 to
 use
 the
 research
 tools
 to
 get
 marketing
 data
 on
 your
 business.
 This
 is
 a
 FREE
 service.
 You
 need
 only
 to
 have
 a
 library
 card
 and
 they
 will
 happily
 give
 you
 an
 hour
 of
 time
 to
 show
 you
 a
 whole
 new
 world
 on
 their
 website.
 Every
 small
 business
 owner
 should
 meet
 with
 a
 librarian
 at
 least
 once,
 just
 to
 find
 out
 about
 the
 myriad
 of
 small
 business
 tools
 that
 are
 available
 to
 patrons
 for
 nothing
 more
 than
 the
 taxes
 you
 already
 pay.
 It
 will
 blow
 your
 mind!



Overall
 this
 data,
 when
 complied,
 should
 be
 a
 “proof”
 of
 sorts
 that
 your
 business
 has
 a
 place
 in
 the
 market,
 and
 to
 give
 hints
 as
 to
 what
 your
 business
 future
 could
 look
 like
 in
 your
 market.
 It
 will
 also
 help
 you
 to
 set
 goals,
 which
 we
 will
 be
 doing
 in
 the
 next
 chapter.
 For
 example,
 if
 you
 did
 some
 pricing
 work
 on
 your
 competitors
 and
 found
 out
 they
 all
 priced
 their
 products
 at
 half
 of
 what
 you
 did,
 then
 when
 you
 set
 goals
 you
 would
 not
 want
 to
 raise
 your
 prices.
 But,
 as
 you
 saw
 in
 our
 example,
 some
 marketing
 research
 revealed
 for
 Co.
 G
 that
 they
 could
 raise
 prices!
 It’s
 all
 about
 gauging
 the
 market.
 










Your
 turn!
 Market
 Analysis
 Turn
 to
 Worksheet
 4
 on
 page
 71
 in
 the
 back
 of
 this
 workbook
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We
 are
 past
 the
 preliminary
 work.
 We’ve
 set
 up
 the
 frame-
 work
 and
 we’re
 ready
 to
 layer
 on
 the
 next
 tier.
 This
 is
 where
 you
 are
 asked
 to
 start
 dreaming
 about
 what
 you
 actually
 want
 to
 accomplish.
 It’s
 now
 time
 to
 investigate
 the
 diffe-
 rence
 between
 what
 is
 currently
 going
 on
 and
 what
 you
 want
 from
 the
 business,
 and
 to
 articulate
 that.
 Keep
 reading!



The
 important
 thing
 to
 note
 here
 is
 that
 while
 we
 are
 mentioning
 strategy,
 we
 can’t
 start
 there.
 First,
 we
 need
 to
 decide
 what
 the
 goals
 are,
 otherwise
 known
 as
 Key
 Performance
 Indicators
 or
 KPI’s.












Goals



Now
 we
 are
 moving
 into
 the
 fun
 stuff!
 It’s
 time
 to
 set
 your
 goals!










goal



A
 Goal
 is
 the
 defining
 metric
 that
 you
 wish
 to
 achieve.



Example:
 I
 want
 to
 make
 100,000
 dollars
 in
 the
 retail
 market
 this
 year.









strategy



A
 Strategy
 is
 the
 method
 or
 steps
 you
 will
 use
 to
 get
 there.



Example:
 I
 will
 sell
 a
 retail
 product
 group
 on
 an
 ecommerce
 website
 to
 the
 general
 public.
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Part
 2:
 creating
 the
 plan
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The
 caveat
 is
 that
 everything
 on
 the
 goal
 list
 must
 be
 a
 MEASUREABLE
 METRIC.
 You
 can’t
 just
 say,
 I
 want
 to
 make
 more
 money,
 or
 have
 more
 clients,
 or
 realize
 more
 profit.
 You
 need
 to
 define
 these
 things
 specifically
 by
 what
 is
 curren-
 tly
 happening
 and
 how
 much
 you
 want
 it
 to
 change
 by.



Make
 sure
 you
 also
 set
 a
 limit
 on
 yourself.
 Try
 not
 to
 start
 off
 writing
 out
 20
 new
 goals.
 The
 idea
 is
 not
 to
 make
 more
 work
 for
 yourself.
 You
 will
 see
 in
 the
 example
 Company
 G
 uses
 3-line
 items
 and
 clarifies
 some
 specifics
 in
 each
 goal.









Sales
 of
 $600,000



Top
 Line
 Revenue









Grow
 Margin
 to
 7%
 min
 and
 eliminate
 excess
 in
 the
 amount
 of
 at
 least
 $20,000
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Current
 KPI:
 This
 Year









45
 names
 on
 a
 (repeat
 buyers)
 email
 list









Margin
 of
 5%
 with
 potentially
 unnecessary
 administrative
 and
 overhead
 costs
 in
 excess
 of
 around
 $30,000









Increase
 email
 list
 to
 100
 names









Grow
 Sales
 to
 $800,000



Top
 Line
 Revenue
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Desired
 KPI:
 Next
 Year









28
 /
 92









Strategic
 Planning
 for
 Small
 Businesses
 and
 Sole
 Proprietors









Goals







[image: ]





Company
 G’s
 Goals:



As
 you
 can
 see
 Mr.
 G
 decided
 he
 wanted
 to
 increase
 sales,
 increase
 email
 list
 subscribers,
 and
 increase
 margin
 while
 decreasing
 excess
 spen-
 ding.
 All
 of
 which
 was
 very
 do-able
 based
 on
 his
 business
 model,
 budget,
 and
 needs.
 In
 each
 case
 he
 put
 actual
 numbers
 together.
 The
 actual
 num-
 bers
 are
 key.
 Not
 only
 do
 they
 help
 you
 to
 align
 with
 your
 real
 desires,
 but
 they
 will
 also
 help
 you
 to
 craft
 your
 strategy
 as
 this
 process
 unfolds
 and
 paint
 a
 clear
 picture
 of
 what
 success
 looks
 like.



In
 a
 moment
 it
 will
 be
 your
 turn
 to
 choose
 S.M.A.R.T
 goals
 (specific,
 measurable,
 attaina-
 ble,
 realistic,
 and
 timely),
 that
 make
 sense
 for
 your
 business.
 This
 is
 the
 moment
 when
 you
 decide
 how
 you
 want
 your
 business
 to
 look
 in
 the
 coming
 year.
 This
 is
 also
 the
 moment
 that
 you
 face
 reality
 if
 in
 fact
 your
 business
 model,
 finances,
 and
 market
 data
 show
 proof
 that
 you
 are
 not
 on
 par
 with
 where
 you
 want
 to
 be.



When
 conducting
 this
 exercise
 for
 owners
 I
 often
 tell
 the
 story
 of
 a
 friend
 of
 mine
 who
 had
 a
 messy
 business
 model.
 She
 had
 a
 storefront
 and
 multiple
 ideas
 that
 were
 supposed
 to
 be
 producing
 revenue,
 but
 not
 all
 of
 them
 were.
 She



sold
 coffee
 and
 used
 half
 of
 the
 shop
 for
 coffee
 patrons,
 she
 taught
 art
 classes
 in
 the
 other
 half,
 and
 she
 rented
 out
 the
 space
 to
 businesspeople
 needing
 a
 meeting
 spot.
 In
 addition
 to
 all
 that
 she
 also
 ran
 events
 outside
 of
 the
 shop.



It
 would
 seem
 like
 she
 could
 be
 doing
 very
 well
 with
 all
 these
 opportunities,
 but
 she
 was
 losing
 money
 quickly.
 She
 hired
 me
 to
 help
 her
 make
 more
 money
 and
 her
 original
 want
 was
 to
 layer
 in
 yet
 another
 revenue
 stream
 by
 delivering
 food
 to
 a
 business
 complex
 in
 the
 mornings
 based
 on
 an
 online
 ordering
 system.
 But
 she
 did
 not
 have
 enough
 revenue
 coming
 in
 to
 purchase
 food
 to
 get
 that
 started,
 or
 a
 truck,
 or
 licensing,
 or
 a
 staff
 member
 to
 cook.
 In
 fact,
 she
 had
 a
 staff
 of
 three
 and
 was
 always
 trying
 to
 hire
 someone
 because
 she
 was
 overworking
 her
 employees
 and
 making
 them
 a
 little
 crazy
 with
 her
 disorganization.



Instead
 of
 adding
 another
 revenue
 stream,
 what
 I
 had
 her
 do
 was
 eliminate
 external
 events.
 Rather
 than
 being
 so
 divided,
 she
 honed
 her
 focus
 on
 driving
 revenue
 with
 the
 most
 lucrative
 stream,
 the
 coffee
 bar,
 tand
 supplementing
 with
 a
 new
 marketing
 campaign
 for
 the
 art
 classes,
 and
 a
 mini
 campaign
 for
 the
 space
 rental.
 This
 choice
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was
 based
 on
 the
 cost
 analysis.
 The
 numbers
 told
 the
 story
 of
 events
 that
 caused
 the
 business
 to
 lose
 significant
 money
 vs.
 coffee
 bar
 revenue
 that
 came
 at
 a
 47%
 margin
 with
 room
 to
 improve,
 and
 art
 classes
 that
 would
 yield
 anywhere
 from
 10-15%
 in
 margin.



So,
 look
 back
 at
 your
 own
 data
 and
 ask
 the
 hard
 questions.
 Start
 with
 does
 my
 revenue
 stream
 produce
 revenue
 and
 to
 what
 degree
 or
 margin?
 Can
 the
 business
 be
 sustained
 at
 that
 number?
 Can
 the
 margin
 be
 improved
 with
 minor
 changes?
 What
 about
 major
 changes?
 Is
 it
 time
 to
 introduce
 something
 new
 and
 can
 I
 afford
 to
 do
 so?
 Or
 is
 it
 time
 to
 make
 improvements
 to
 something
 I’m
 already
 doing?
 And
 finally,
 is
 this
 something
 I
 need
 to
 eliminate?
 Understand
 that
 this
 document
 is
 for
 you
 more
 than
 anyone
 else.
 It
 IS
 changeable,
 so
 what
 you
 commit
 to
 today
 isn’t
 writ-
 ten
 in
 stone.
 That
 being
 said,
 being
 wishy
 washy
 will
 prevent
 you
 from
 succeeding
 for
 other
 reasons,
 so
 set
 realistic
 expectations
 of
 yourself
 as
 you
 line
 out
 your
 goals.
 Be
 honest
 with
 yourself.
 Set
 yourself
 up
 for
 success
 by
 choosing
 goals
 you
 can
 commit
 to.




Your
 turn!
 Goals
 Turn
 to
 Worksheet
 5
 on
 page
 75
 in
 the
 back
 of
 this
 workbook
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Now
 that
 you
 have
 worked
 out
 your
 goals
 the
 next
 step
 is
 to
 choose
 the
 actual
 strategy
 and
 the
 underlying
 sub-stra-
 tegies
 that
 you
 will
 use
 to
 attain
 said
 goals.
 We
 will
 call
 the
 underlying
 subset
 of
 strategies
 Initiatives
 in
 this
 text.



Here
 are
 the
 initial
 strategies
 and
 initiatives
 for
 Company
 G.
 Notice
 first
 that
 the
 list
 of
 strategies
 here
 is
 a
 match
 to
 the
 goals
 from
 the
 past
 section,
 which
 is
 important.
 These
 things
 need
 to
 match
 up
 for
 a
 cohesive
 plan.
 They
 don’t
 have
 to
 be
 word
 for
 word,
 but
 the
 strate-
 gies
 need
 to
 answer
 the
 question,
 ”How
 we
 will
 achieve
 our
 goals?”









strategy



A
 Strategy
 is
 the
 method
 you
 will
 use
 to
 reach
 a
 goal.



Example:
 I
 will
 sell
 a
 retail
 product
 group
 on
 an
 ecommerce
 website
 to
 the
 gene-
 ral
 public
 in
 order
 to
 create
 a
 revenue
 stream.









initiative



An
 Initiative
 is
 a
 subsect
 of
 a
 strategy
 and
 spells
 out
 the
 details
 of
 the
 method
 in
 said
 strategy.



Example:



Set
 up
 ecommerce
 website,
 and
 find
 a
 product
 group
 to
 sell.



Research
 ecommerce
 platforms
 and
 choose
 best
 and
 implement
 .



Research
 product
 groups
 and
 cho-
 ose
 best
 and
 implement.



Hire
 a
 marketing
 company
 to
 market
 store
 digitally.



Hire
 an
 IT
 company
 to
 manage
 the
 tech
 side.
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Strategy
 and
 Initiatives









31
 /
 92









Strategic
 Planning
 for
 Small
 Businesses
 and
 Sole
 Proprietors









Strategy
 and
 Initiatives







[image: ]


[image: ]


[image: ]


[image: ]





Notice
 I
 said
 initial
 .
 I
 want
 you
 to
 think
 of
 this
 as
 a
 bra-
 instorming
 session
 or
 a
 rough
 draft.
 Approach
 this
 acti-
 vity
 with
 the
 realization
 that
 you’re
 in
 the
 idea
 phase
 and
 this
 section
 should
 not
 be
 perfect
 yet.



Here’s
 an
 idea
 of
 what
 an
 initial
 list
 would
 look
 like
 from
 a
 company
 like
 G
 based
 on
 stated
 goals.



This
 is
 a
 full
 busy
 list!
 But
 it’s
 a
 starter
 list
 that
 will
 be
 edi-
 ted.
 In
 the
 next
 three
 chapters
 we
 will
 be
 refining
 our
 ideas
 into
 the
 strategy
 and
 assigning
 a
 timeline.









Increase
 sales
 by:



Introduce
 a
 new
 complimentary
 series
 of
 products
 to
 enhance
 base
 products
 (glasses,
 t-shirts,
 etc.)



Upgrade
 to
 an
 ecommerce
 website.



Hire
 a
 salesperson.



Increase
 prices.



Produce
 2
 new
 product
 lines
 (beer
 flavors).



Increase
 email
 subscript
 and
 interest
 by:



Run
 a
 free
 giveaway
 campaign
 to
 drive
 traffic
 to
 current
 site.



Learn
 how
 to
 write
 better
 newsletters.



Attend
 3
 events
 per
 month.



Increase
 margin
 and
 decrease
 excess
 costs
 by:



Do
 minor
 remodeling
 projects
 on
 tasting
 room.



Increase
 production.



Audit
 finances
 and
 identify
 and
 eliminate
 waste.










Your
 turn!
 Strategies
 and
 Initiatives
 Turn
 to
 Worksheet
 6
 on
 page
 77
 in
 the
 back
 of
 this
 workbook
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Now
 that
 you
 have
 a
 set
 of
 goals,
 and
 both
 strategies
 and
 initia-
 tives
 you’ll
 use
 to
 get
 there,
 the
 ideas
 need
 to
 be
 assigned
 numbers
 whenever
 applicable.
 There
 are
 a
 couple
 ways
 this
 can
 be
 approached
 and
 oftentimes
 you
 will
 use
 both
 in
 one
 overall
 strategy
 based
 on
 what
 the
 items
 in
 question
 are.



One
 method
 is
 to
 have
 an
 idea
 in
 mind
 about
 what
 you
 can
 spend
 on
 an
 initiative
 and
 to
 operate
 in
 a
 way
 that
 keeps
 you
 on
 budget.
 For
 example,
 Co.
 G
 budge-
 ted
 out
 $1,000
 for
 a
 newsletter
 and
 marketing
 course.



The
 other
 way
 is
 to
 do
 some
 research
 regarding
 cost
 esti-
 mates
 and
 then
 make
 room
 in
 your
 budget
 for
 said
 initia-
 tive.
 For
 example,
 Co.
 G
 has
 to
 pay
 their
 alcohol
 license
 every
 year
 which
 is
 at
 a
 price
 set
 by
 the
 liquor
 control
 board.



The
 numbers
 are
 important!
 We
 have
 to
 vet
 these
 ideas
 and
 make
 sure
 they
 are
 feasible
 based
 on
 what
 the
 company
 can
 afford
 and
 what
 makes
 sense
 to
 the
 bottom
 line.
 Hard
 numbers
 are
 relevant
 whenever
 you
 can
 get
 them
 but
 at
 this
 time
 it
 is
 ok
 if
 they
 are
 in
 the
 estimate
 phase.
 The
 reason
 being
 is
 that
 not
 everything
 from
 this
 list
 is
 moving
 forward
 with
 us.
 Your
 goal
 is
 to
 use
 this
 phase
 to
 elimi-
 nate
 ideas
 that
 aren’t
 going
 to
 fit
 into
 the
 plan
 or
 support
 the
 desired
 endgame.
 As
 you
 begin
 to
 work
 on
 the
 data
 in
 the
 list
 you
 will
 spot
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issues
 with
 some
 of
 your
 ideas
 and
 will
 retire
 them
 here,
 or
 when
 we
 get
 to
 designating
 an
 order
 for
 our
 strategy
 in
 the
 next
 chapter.



If
 you
 already
 work
 with
 an
 accountant
 or
 someone
 else
 who
 advises
 on
 finances
 this
 is
 a
 fine
 thing
 to
 bring
 to
 them
 as
 they
 can
 help
 you
 work
 through
 it.
 But
 you
 can
 likely
 do
 this
 your-
 self.
 Let’s
 work
 on
 some
 examples
 from
 Company
 G’s
 list.









Cost
 Free
 Initiatives



Auditing
 finances
 are
 something
 that
 has
 no
 extra
 cost
 involved.
 The
 owner
 can
 do
 this
 by
 looking
 over
 expenses
 and
 cancelling
 old
 accounts
 and
 things
 that
 aren’t
 being
 used,
 making
 sure
 there
 aren’t
 double
 spends
 or
 excess
 inventory
 purchases,
 and
 analyzing
 things
 like
 vendor
 spends
 to
 make
 sure
 that
 good
 purchasing
 decisions
 are
 happening.
 Other
 cost-free
 initiatives
 are
 things
 like
 cleaning
 and
 organizing
 an
 office
 or
 warehouse,
 taking
 inventory,
 and
 selling
 equipment
 that
 you
 no
 longer
 use.
 Look
 over
 your
 initiatives
 list
 and
 identify
 any
 of
 the
 cost
 free,
 or
 miniscule
 cost
 items.



Initiatives
 to
 Assign
 a
 Budget
 Limit



As
 for
 the
 initiative
 to
 take
 some
 classes,
 this
 is
 an
 example
 of
 an
 item
 that
 can
 be
 given
 a
 designated
 budget,
 as
 classes
 can
 be
 found
 at
 all
 different
 price
 levels.
 This
 could
 also
 be
 true
 of
 remodeling
 since
 it
 is
 not
 a
 necessity
 in
 our
 example.
 And
 it
 would
 be
 a
 great
 option
 for
 the
 giveaway,
 as
 well.
 The
 theme
 with
 all
 these
 items
 is
 they
 are
 not
 items
 that
 have
 a
 fixed
 price,
 unlike
 something
 like
 a
 regulatory
 license,
 or
 the
 cost
 of
 a
 booth
 at
 an
 event.
 You
 have
 the
 option
 to
 dictate
 what
 they
 are
 and
 tell
 the
 market
 what
 you
 will
 pay.
 



Initiatives
 That
 Can
 Be
 Estimated
 Based
 On
 Current
 Budget



In
 the
 case
 of
 increasing
 or
 decreasing
 staff,
 making
 changes
 to
 current
 operations,
 or
 other
 alterations
 to
 the
 business
 structure,
 taking
 current
 figures
 and
 using
 them
 as
 estimates
 in
 accordance
 with
 the
 initiative
 can
 give
 good
 ballpark
 figures
 for
 the
 purpose
 of
 this
 exercise.
 For
 example,
 in
 the
 case
 of
 hiring
 a
 new
 employee,
 using
 a
 current
 employee
 salary
 and
 taxable
 numbers
 would
 give
 a
 good
 indication
 of
 what
 it
 would
 cost
 for
 another
 employee.



Initiatives
 that
 Need
 Research



Anything
 involving
 the
 hiring
 of
 external
 companies,
 new
 products
 or
 services,
 working
 outside
 of
 your
 business
 office
 (like
 an
 event
 or
 tradeshow),
 or
 anything
 you’ve
 never
 tried
 before
 will
 need
 real
 investigation.
 This
 is
 the
 part
 that
 takes
 the
 longest.
 And
 it
 may
 have
 you
 abandoning
 some
 ideas
 based
 on
 the
 fact
 that
 you
 lose
 enthusiasm
 as
 you
 look
 further
 into
 them.
 That’s
 perfectly
 fine.
 Take
 the
 time
 to
 pull
 together
 some
 actual
 costs
 of
 the
 things
 on
 your
 research
 list.
 Add
 numbers
 for
 external
 spends
 together
 with
 employee
 costs,
 marketing
 material
 costs,
 and
 operations
 or
 equipment
 costs
 to
 make
 sure
 you
 understand
 the
 total
 cost
 of
 each
 venture.
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With
 a
 basic
 estimate
 of
 cost,
 you
 can
 gauge
 against
 budget
 or
 set
 a
 cap
 as
 to
 what
 you
 will
 spend.
 For
 example,
 based
 on
 event
 costs
 from
 past
 events,
 and
 from
 the
 spend
 on
 equip-
 ment,
 product,
 and
 marketing
 materials,
 Company
 G
 was
 able
 to
 estimate
 that
 each
 event
 cost
 about
 $5,000
 to
 attend
 and
 produced
 around
 $10,000
 in
 immediate
 revenue
 for
 the
 company
 and
 another
 $5,000-10,000
 in
 follow
 up
 sale
 reve-
 nue
 from
 the
 mailing
 list.
 Company
 G
 then
 set
 a
 $6,000
 cap
 at
 events
 with
 a
 note
 to
 find
 events
 that
 had
 a
 lower
 booth
 cost
 or
 to
 attempt
 to
 negotiate
 the
 elimination
 of
 fees
 for
 profit.



Company
 G
 also
 did
 some
 internet
 research
 as
 to
 what
 a
 reaso-
 nable
 price
 for
 an
 ecommerce
 website
 was
 and
 called
 a
 few
 local
 companies
 with
 good
 reviews.
 Based
 on
 the
 data
 they
 were
 able
 to
 establish
 that
 $10,000
 was
 a
 realistic
 number
 to
 spend
 to
 get
 the
 kind
 of
 quality
 they
 wanted
 in
 a
 site.
 As
 for
 the
 monthly
 costs,
 they
 compiled
 site
 maintenance
 costs
 from
 the
 server
 and
 host
 and
 from
 the
 IT
 company
 to
 formulate
 a
 monthly
 maintenance
 fee.









35
 /
 92









Strategic
 Planning
 for
 Small
 Businesses
 and
 Sole
 Proprietors









Goals







[image: ]


[image: ]





Here
 is
 a
 table
 that
 further
 breaks
 down
 an
 initia-
 tive
 in
 terms
 of
 cost.
 Note
 that
 this
 simple
 table
 can
 also
 help
 you
 to
 gauge
 effectiveness
 by
 revenue
 stream.



Just
 as
 Company
 G
 has
 done
 here,
 you
 want
 to
 get
 your
 list
 to
 about
 80%
 complete
 or
 better
 with
 as
 much
 data
 as
 you
 can
 find
 to
 illustrate
 your
 desires
 in
 terms
 of
 dollars.
 This
 is
 argu-
 ably
 the
 hardest
 part
 as
 it
 will
 take
 the
 most
 time,
 but
 this
 IS
 worth
 it!
 In
 the
 next
 chapter
 we
 use
 this
 data
 to
 eliminate
 what
 won’t
 serve
 and
 put
 an
 order
 to
 the
 rest
 of
 what
 will.




Your
 turn!
 Cost
 Analysis
 Turn
 to
 Worksheet
 7
 on
 page
 79
 in
 the
 back
 of
 this
 workbook











 Initiative






Est
 Budget






1






Upgrade
 to
 an
 ecommerce
 website






$10,000
 to
 design
 &
 $1,500
 to
 maintain
 per
 month






2






Attend
 four
 events
 per
 month






$6,000
 per
 event






3






Learn
 newsletter
 best
 practices






$1,000






4






Run
 a
 free
 giveaway
 campaign






$1,000






5






Produce
 2
 new
 product
 lines






Need
 More
 Research






6






Hire
 a
 salesperson






$40,000
 +
 Commission






7






Minor
 remodeling
 projects






$20,000






8






Audit
 finances






Free






9






Add
 new
 products






Need
 More
 Research






10






Introduce
 complimentary
 products






Need
 More
 Research
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Now
 that
 we
 have
 our
 initiatives
 in
 a
 table
 with
 associated
 costs
 it’s
 time
 to
 take
 that
 list
 and
 prioritize
 it
 in
 terms
 of
 the
 goals
 and
 budget
 as
 well
 as
 logic.
 This
 part
 is
 pure
 strategy
 and
 will
 push
 you
 to
 set
 realistic
 limits
 and
 timetables
 of
 your
 expecta-
 tions.
 In
 other
 words,
 in
 this
 chapter
 the
 rubber
 finally
 meets
 the
 road,
 and
 you
 will
 evolve
 or
 eliminate
 anything
 that
 does
 not
 work.
 You
 will
 also
 pull
 together
 an
 order
 in
 your
 process.



And
 order
 matters!



You
 want
 to
 understand
 your
 initiatives
 in
 terms
 of
 CORE
 —neces-
 sity
 items
 that
 have
 to
 be
 done,
 and
 APEX
 —items
 that
 cause
 top
 down
 flow,
 which
 means
 they
 will
 have
 a
 domino
 effect
 in
 your
 process.
 For
 example,
 fix
 the
 plumbing
 before
 you
 buy
 new
 cha-
 irs,
 take
 an
 inventory
 of
 what
 you
 have
 before
 you
 purchase
 more
 and
 you
 won’t
 purchase
 unnecessary
 inventory,
 do
 some
 efficiency
 work
 in
 your
 business
 before
 you
 hire
 a
 new
 employee,
 target
 your
 marketing
 better
 to
 increase
 sales
 rather
 than
 spending
 more.



Doing
 a
 CORE
 task
 first
 ensures
 that
 you
 have
 enough
 money
 to
 complete
 said
 task
 before
 moving
 on
 to
 wants.
 Doing
 an
 APEX
 task
 first
 will
 cause
 other
 tasks
 to
 be
 easier
 or
 work
 better.
 Like
 in
 the
 case
 of
 counting
 inventory
 first.
 You
 will
 save
 money
 on
 excess
 inventory,
 possibly
 find
 things
 you
 can
 use
 or
 sell,
 and









Strategic
 Framework
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get
 some
 clean
 up
 accomplished.
 Sounds
 simple
 on
 its
 face
 but
 this
 is
 another
 place
 where
 a
 lot
 of
 people
 have
 trouble.



When
 I
 would
 ask
 my
 clients
 to
 take
 their
 initiatives
 list
 and
 work
 it
 out
 in
 terms
 of
 priority,
 often
 times
 a
 version
 of
 this
 is
 what
 I’d
 receive
 back
 on
 the
 first
 try.
 Take
 a
 look
 and
 see
 if
 you
 can
 recognize
 some
 of
 the
 glaring
 problems
 here.



Did
 you
 figure
 out
 what’s
 wrong?
 If
 you
 said
 audit
 finances
 is
 too
 low
 on
 the
 list
 give
 yourself
 a
 high
 five!
 Just
 kidding.
 (how
 would
 you
 do
 that???)
 But
 seriously
 that
 is
 a
 number
 one
 fac-
 tor
 in
 success
 for
 many
 a
 business.
 Money
 trumps
 all,
 and
 more
 often
 than
 not
 there
 are
 items
 on
 your
 COGS
 (Cost
 of
 Goods
 Sold)
 that
 are
 duplicate,
 unnecessary,
 or
 unused
 items
 that
 are
 eating
 your
 profit.
 Cleaning
 this
 up
 will
 make
 room
 in
 your
 budget
 for
 what
 you
 do
 want.
 You
 should
 be
 auditing










 Initiative






Est
 Budget






1






Upgrade
 to
 an
 ecommerce
 website






$10,000
 to
 design
 &
 $1,500
 to
 maintain






2






Attend
 3
 events
 per
 month






$6,000
 per
 event






3






Learn
 newsletter
 best
 practices






$1,000






4






Run
 a
 free
 giveaway
 campaign






$1,000






5






Produce
 2
 new
 flavors






Need
 More
 Research






6






Hire
 a
 salesperson






$40,000
 +
 Commission






7






Minor
 remodeling
 projects






$20,000






8






Audit
 finances






Free






9






New
 Product
 Line






Need
 More
 Research






10






Introduce
 complimentary
 products






Need
 More
 Research











Our
 Current
 Table:
 A
 bad
 example
 of
 order
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your
 finances
 regularly.
 I
 like
 to
 recommend
 doing
 it
 when
 you
 close
 out
 your
 books
 every
 month,
 or
 at
 least
 every
 quarter.



Now,
 the
 astute
 among
 you
 will
 be
 smiling,
 saying,
 “Hey
 wait
 a
 minute,
 we
 did
 our
 finances
 in
 chapter
 3!”
 Yes,
 that’s
 right!
 I
 tric-
 ked
 you!!!
 As
 mentioned,
 poor
 financial
 planning
 is
 a
 killer.
 So,
 I
 got
 you
 to
 face
 this
 challenge
 first.
 That
 is
 to
 say,
 I
 got
 you
 to
 start
 it.
 As
 you
 will
 see
 below
 there
 is
 more
 added
 to
 the
 revi-
 sed
 list.
 Most
 of
 my
 clients
 would
 try
 to
 skirt
 this
 step
 and
 hide
 it
 somewhere
 down
 on
 the
 list
 in
 their
 process.
 You
 now
 have
 an
 advantage
 because
 you
 made
 it
 a
 priority.
 You’re
 welcome.



But
 there
 are
 other
 problems
 with
 the
 first
 list,
 too.
 Take
 a
 look
 at
 the
 revised
 list
 and
 see
 if
 you
 can
 glean
 the
 reasoning
 behind
 the
 new
 order:














 Initiative






Est
 budget






1






Audit
 finances
 and
 cancel
 old
 subscriptions/
 close
 accounts/
 change
 carriers/
 return
 unused
 inventory/
 sell
 unwanted
 assets/
 pay
 down
 debt






Free






2






Research
 and
 upgrade
 to
 a
 new
 ecommerce
 website






$10,000/$1500






3






Take
 a
 newsletter
 and
 social
 media
 marketing
 class






$1,000
 Cap






4






Hire
 a
 new
 event
 staff
 person






$150
 per
 event






5






Increase
 event
 attendance
 to
 3
 events
 per
 month






$6,000
 per
 event






6






Minor
 Remodeling
 Projects






$20,000
 Cap






7






Research
 complimentary
 products
 and
 add
 them
 to
 the
 product
 line






Need
 Research






8






Research
 and
 prepare
 to
 increase
 production
 with
 two
 new
 product
 lines
 for
 next
 year






Need
 Research






9






Research
 running
 a
 social
 media
 free
 giveaway
 campaign
 to
 correspond
 with
 new
 product
 launch.






$1,000
 Cap
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The
 reason
 I’ve
 included
 a
 before
 and
 after
 is
 to
 help
 you
 as
 you
 attempt
 to
 edit
 your
 own
 list.
 The
 following
 are
 some
 deta-
 iled
 explanations
 of
 the
 “why”
 to
 help
 you
 better
 understand
 how
 to
 create
 a
 good
 order
 of
 operations
 for
 your
 strategy.



First,
 Company
 G
 wanted
 to
 increase
 their
 brand
 appre-
 ciation
 and
 therefore
 sales.
 Get
 that...they
 wanted
 to
 incre-
 ase
 their
 SALES
 by
 solidifying
 their
 BRAND.
 They
 needed
 a
 plan
 that
 would
 MARKET
 them
 better
 than
 current
 marke-
 ting.
 This
 was
 a
 major
 concern
 of
 the
 owner,
 and
 two
 of
 his
 goals
 reflected
 this.
 He
 wanted
 to
 increase
 sales,
 but
 also
 to
 increase
 internet
 sales
 through
 newsletter
 solicitations.



In
 looking
 at
 both
 their
 goals
 and
 initiatives
 the
 plan
 was
 obvious:



First



Get
 the
 marketing
 messaging
 and
 tools
 lined
 up
 together



Second



Run
 a
 campaign
 by
 pouring
 at
 events
 and
 utilizing
 social
 media
 to
 increase
 newsletter
 sign
 ups
 and
 then
 conversions



Third



Introduce
 new
 products
 via
 a
 new
 campaign
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Second,
 in
 this
 case
 the
 answer
 was
 to
 put
 the
 marketing
 and
 behind
 the
 scenes
 pieces
 to
 work
 first
 before
 telling
 people
 about
 them.
 Once
 a
 new
 website
 was
 up
 and
 run-
 ning
 and
 the
 owner
 could
 better
 manage
 the
 newsletter
 and
 social
 media
 to
 promote
 then
 promotion
 went
 forward.



Third,
 the
 sales
 staff
 person
 was
 turned
 into
 an
 event
 staff
 person.
 This
 is
 based
 on
 an
 example
 from
 one
 of
 the
 companies
 I
 worked
 with.
 The
 reason
 was
 that
 the
 company
 was
 smart
 and
 ran
 their
 own
 numbers
 as
 they
 were
 working
 on
 planning.
 Based
 on
 what
 it
 would
 cost
 to
 hire
 a
 salesperson
 full
 time
 and
 how
 much
 they
 could
 potentially
 sell
 this
 was
 a
 premature
 move.
 Production
 was
 not
 high
 enough
 to
 justify
 the
 cost
 and
 liability.
 Instead
 the
 owner
 hired
 someone
 specifically
 to
 do
 the
 events
 which
 meant
 only
 paying
 for
 the
 time
 at
 events
 every
 month.
 They
 further
 hired
 a
 retired
 person
 on
 1099
 contract
 who
 needed
 a
 something
 to
 do
 that
 was
 low
 key
 and
 had
 no
 insurance
 benefits
 or
 minimum
 hours
 issues.



Finances,
 marketing,
 and
 events
 are
 both
 APEX
 and
 CORE
 pro-
 ducts
 in
 this
 storyline,
 and
 they
 all
 took
 top
 positions
 on
 the
 list.
 The
 idea
 is
 that
 each
 one
 of
 these
 would
 produce
 immediate
 results
 and
 had
 the
 value
 of
 necessity,
 rather
 than
 just
 want
 on
 the
 part
 of
 the
 owner.
 CORE
 and
 APEX
 initiatives
 that
 fit
 into
 the
 need
 
 rather
 than
 want
 category
 should
 be
 highest
 on
 the
 list
 unless
 there
 is
 a
 justifiable
 reason.
 After
 those
 are
 accomplished
 there
 will
 be
 more
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time
 to
 look
 into
 the
 wants;
 in
 this
 case
 new
 flavors,
 complimentary
 products
 (i.e.
 drinking
 glasses,
 t-shirts.),
 and
 a
 giveaway
 campaign.



Finally,
 the
 full
 list
 made
 a
 daunting
 amount
 of
 work
 to
 accom-
 plish,
 new
 beer
 flavors,
 complimentary
 products,
 and
 the
 accompanying
 free
 giveaway
 launch
 of
 new
 product
 line
 were
 all
 pushed
 to
 the
 category
 of
 research
 and
 develop
 for
 next
 year.
 This
 could
 be
 changed
 if
 you
 get
 ahead
 of
 schedule,
 but
 don’t
 forget
 how
 life
 tends
 to
 happen.
 Don’t
 make
 more
 work
 for
 yourself
 and
 don’t
 bite
 off
 more
 than
 you
 can
 chew.




Your
 turn!
 Strategic
 Framework
 Turn
 to
 Worksheet
 8
 on
 page
 81
 in
 the
 back
 of
 this
 workbook
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Now
 we
 will
 take
 the
 items
 on
 the
 ordered
 list
 and
 put
 them
 into
 a
 schedule.



A
 simple
 quarters
 table
 will
 be
 enough
 for
 some
 of
 you
 while
 others
 will
 prefer
 using
 a
 full
 year
 calendar
 and
 planning
 more
 closely.
 A
 quarter
 schedule
 has
 been
 used
 here
 to
 illustrate,
 but
 both
 are
 right.
 In
 my
 practice
 I
 use
 the
 full
 calendar
 and
 I
 block
 out
 time
 for
 planning,
 scheduling,
 and
 my
 personal
 time
 so
 that
 I
 make
 sure
 to
 still
 have
 a
 life
 no
 matter
 how
 much
 work
 there
 is
 to
 do.
 But
 many
 of
 the
 businesses
 I
 work
 with
 love
 the
 quarter
 schedule
 because
 they
 find
 it
 more
 flexible.



The
 schedule
 is
 an
 important
 step
 because
 it
 helps
 you
 to
 hold
 your-
 self
 accountable
 and
 to
 make
 sure
 you
 accomplish
 all
 you
 want
 in
 a
 year
 by
 setting
 up
 markers
 throughout
 the
 year.
 These
 are
 essen-
 tially
 “done
 by”
 dates
 and
 although
 these
 are
 also
 not
 set
 in
 stone
 do
 try
 to
 stick
 with
 the
 theme
 of
 setting
 goals
 you
 can
 commit
 to.



Take
 a
 look
 at
 how
 Company
 G
 set
 up
 their
 timeline
 for
 the
 coming
 year.
 Remember
 that
 Company
 G
 chose
 to
 exclude
 some
 initiati-
 ves
 for
 the
 next
 year
 and
 instead
 added
 the
 research
 for
 the
 new
 things
 on
 to
 the
 final
 quarter
 for
 launch
 the
 following
 year.
 Notice
 how
 they
 also
 included
 planning
 in
 their
 new
 schedule,
 too.









TIP



Put
 planning
 for
 next
 year
 on
 your
 schedule
 and
 always
 include
 it
 in
 future
 schedules.









Schedule
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Company
 G’s
 Schedule
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Quarter
 1



Audit
 and
 clean



Research
 and
 upgrade
 to
 ecommerce



Take
 a
 newsletter
 marketing
 and
 a
 social
 media
 course



Hire
 event
 staffer—
 and
 book
 events









Quarter
 2



Launch
 ecommerce
 site
 and
 accompanying
 social
 media
 campaign



Remodel









Quarter
 3



Launch
 social
 media
 campaign
 about
 tasting
 room,
 and
 events



Raise
 prices



Start
 research
 for
 new
 products
 and
 production
 increase









Quarter
 4



Continue
 social
 media
 campaign
 and
 event
 attendance



Finalize
 research
 for
 new
 products



Start
 planning
 for
 next
 year—revisit
 strategy,
 write
 new
 goals
 and
 prepare
 for
 production
 increase










Your
 turn!
 Schedule
 Turn
 to
 Worksheet
 9
 on
 page
 83
 in
 the
 back
 of
 this
 workbook
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Finally,
 you
 have
 the
 makings
 of
 a
 real
 strategic
 plan.
 You
 could
 stop
 here
 but
 to
 really
 be
 a
 rock
 star
 you
 may
 want
 to
 get
 the
 final
 details
 of
 success
 dialed
 in.
 My
 method
 of
 doing
 this
 is
 to
 use
 what
 I
 call
 project
 sheets.
 A
 project
 sheet
 takes
 one
 aspect
 of
 the
 plan
 per
 sheet
 and
 works
 out
 the
 specific
 details
 of
 each
 of
 the
 more
 complex
 initiatives.




Initiative
 






Step
 






Cost
 






Task
 Owner
 






Desired
 Outcome/Time
 of
 Completion






Upgrade
 to
 an
 ecommerce
 website



Budget
 –
 10,000






Initiate
 Research
 and
 RFP
 potential
 designers






In-house






Owner






First
 week
 of
 new
 year






Hire
 web
 creator






$10,000






Owner






Second
 week
 of
 new
 year






Run
 Focus
 Group






Included






Web
 Team






Done
 by
 end
 of
 Jan






Met
 with
 web
 team
 prelim






0






Owner
 and
 Web
 Team






First
 week
 of
 Feb






Meet
 with
 web
 team
 check
 in






0






Entire
 company
 and
 web
 team






First
 week
 of
 March






Meet
 with
 webteam
 finalize






0






Owner
 and
 webteam






First
 week
 of
 April



Launch
 April
 30






Analyze
 google
 results
 for
 six
 months
 –
 reports
 due
 with
 EOM
 docs






In-house






Owner






Route
 all
 digital
 orders
 through
 site
 and
 increase
 sales
 via
 order
 system



Increase
 web
 presence



Increase
 impressions
 100k



Bounce
 decrease
 to
 25%











Check
 out
 an
 Example
 Project
 Sheet
 for
 Company
 G
 and
 their
 new
 Ecommerce
 Site









Project
 Sheets
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The
 project
 sheet
 is
 helpful
 for
 any
 initiative
 that
 is
 not
 completely
 straightforward,
 that
 has
 many
 sub-steps,
 or
 that
 has
 a
 budget
 that
 will
 need
 to
 be
 tracked.
 It
 is
 not
 necessary
 to
 do
 one
 for
 every
 initiative
 you
 complete
 as
 some
 do
 not
 need
 clarification.
 For
 example,
 if
 one
 of
 your
 initiatives
 is
 to
 clean
 your
 warehouse
 or
 storage
 area
 and
 there
 is
 nothing
 more
 to
 it
 than
 that,
 you
 don’t
 need
 a
 sheet.
 You’d
 be
 better
 served
 just
 getting
 it
 done.
 The
 same
 is
 true
 of
 taking
 a
 newsletter
 and
 marketing
 class.
 The
 steps
 there
 are
 research
 class
 or
 ask
 around,
 then
 take
 class.



But
 when
 it
 comes
 to
 the
 initiative
 “upgrade
 to
 an
 ecommerce
 store”
 now
 you
 have
 multiple
 steps
 to
 deal
 with
 as
 well
 as
 other
 companies
 to
 hire
 and
 a
 budget
 to
 adhere
 to.
 This
 becomes
 a
 much
 more
 important
 step
 in
 the
 process
 for



tracking.
 But
 it
 does
 not
 need
 to
 be
 done
 to
 complete
 a
 strategic
 plan.
 You
 could
 also
 initiate
 a
 project
 sheet
 at
 the
 time
 of
 the
 beginning
 of
 each
 aspect
 of
 your
 initiative.
 For
 instance,
 you
 could
 wait
 until
 Q3
 to
 put
 together
 a
 project
 sheet
 for
 the
 new
 product
 line.
 In
 our
 exam-
 ple,
 each
 event
 could
 also
 have
 its
 own
 sheet
 that
 provided
 specific
 event
 costs
 and
 associa-
 ted
 marketing
 and
 potential
 returns
 as
 well.



The
 project
 sheets
 are
 really
 for
 you.
 This
 is
 where
 you
 can
 make
 mistakes,
 course
 correct,
 take
 notes,
 and
 brainstorm
 more
 as
 your
 plan
 unfolds.
 Use
 them
 to
 enhance
 your
 planning
 process.
 And
 make
 them
 work
 for
 you.
 Tweak
 at
 will
 and
 play
 with
 a
 format
 that
 helps
 you
 reach
 your
 goals
 best.










Your
 turn!
 Project
 Sheets
 Turn
 to
 Worksheet
 10
 on
 page
 85
 in
 the
 back
 of
 this
 workbook
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Tie
 it
 Together









Congratulations!
 You’ve
 created
 a
 strategic
 plan!
 You
 now
 have
 a
 workbook
 full
 of
 information
 that
 you
 can
 use
 to
 pro-
 pel
 your
 business
 forward
 toward
 your
 goals
 and
 dreams.
 We
 have
 only
 a
 few
 final
 steps
 to
 get
 through
 and
 you’ve
 made
 it.



To
 summarize,
 we’ve
 looked
 at
 the
 current
 state
 of
 the
 busi-
 ness
 operations,
 budget,
 and
 market,
 then
 created
 future
 pro-
 jections
 of
 what
 our
 new
 goals
 are,
 what
 steps
 to
 take
 to
 get
 there
 and
 what
 it
 will
 cost.
 You
 now
 know
 where
 you
 are,
 and
 you
 have
 a
 path
 to
 get
 you
 where
 you
 want
 to
 go.



It’s
 not
 set
 in
 stone.
 The
 plan
 may
 change
 as
 you
 go.
 New
 informa-
 tion
 can
 always
 come
 to
 light.
 Best
 laid
 plans
 can
 fall
 apart
 or
 be
 wrong.
 Life
 happens.
 But
 you
 have
 a
 framework
 to
 work
 off
 of.
 This
 will
 help
 you
 stay
 on
 track
 when
 things
 are
 good,
 and
 course
 correct
 when
 they
 stop
 working
 (more
 on
 that
 in
 the
 next
 chapter).
 The
 absolute
 worst
 thing
 you
 could
 do
 is
 to
 stick
 this
 in
 a
 drawer
 and
 forget
 about
 it.
 The
 point
 is
 to
 use
 this
 tool
 to
 accomplish
 goals.
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Part
 3:
 conclusion
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The
 final
 pieces
 that
 need
 to
 be
 done
 in
 order
 to
 wrap
 this
 up
 are
 to
 revisit
 the
 sections
 of
 PART
 1
 and
 update
 accordingly
 with
 the
 data
 from
 PART
 2.



Two
 sections
 in
 PART
 1
 need
 to
 be
 updated
 in
 order
 for
 your
 strategic
 plan
 to
 properly
 reflect
 your
 new
 cho-
 ices.
 These
 are
 the
 Business
 Model
 and
 the
 Budget.



The
 business
 model
 needs
 to
 be
 updated
 to
 reflect
 the
 cur-
 rent
 model
 of
 the
 business.
 For
 many
 of
 you
 that
 means
 your
 business
 model
 will
 change
 from
 what
 you
 first
 docu-
 mented
 in
 chapter
 2.
 That
 is
 just
 fine.
 Take
 a
 copy
 of
 the
 first
 document
 and
 put
 a
 date
 on
 it
 and
 save
 it.
 Then
 re-do
 the
 business
 model
 to
 fit
 your
 new
 changes.



See
 the
 example
 from
 Co.
 G:









Business
 Model
 for
 Company
 G



Business
 Name:
 
 Company
 G	



Business
 Type:
 
 Small
 Business
 Brewery



Owner/CEO:
 
 Mr.
 G



GM:
 
 Mr.
 G



To
 b2b
 or
 b2c
 customers:
 
 B2C



Gross
 Profit
 Last
 Year:
 600,000



Margin:
 
 5%



Number
 of
 employees:
 
 3



Salary/Hourly:
 
 Owner
 =
 Salary
 Employees
 =
 Part
 Time
 Hourly
 Contracted
 Events
 Person
 =
 Fee
 per
 event
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TIP



Always
 keep
 a
 copy
 of
 your
 previous
 business
 model
 sheets
 as
 they
 can
 be
 good
 reminders
 of
 what
 has
 and
 hasn’t
 worked
 through
 the
 years.
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This
 business
 provides
 the
 product/service
 of:



19
 varieties
 of
 craft
 beer



Tasting
 room
 venue



Ecommerce
 site



Price
 Sheet:
 




Product/Service






Unit
 Cost






5
 Varieties
 of
 Amber
 Ale






$9.00
 per
 8oz






3
 Varieties
 of
 Stout
 Ale






$10.00
 per
 8oz






5
 Varieties
 of
 Pale
 Ale	






$9.50
 per
 8oz






6
 Varieties
 of
 Flavored
 Beers






$11.00
 per
 8oz





This
 business
 markets
 the
 offerings
 through
 these
 channels:



Events



Newsletter



Facebook



Website



Local
 Networking



This
 business
 sells
 the
 offering
 through
 these
 channels:



Retail
 in
 person
 in
 the
 tasting
 room
 or
 via
 local
 events



Ecommerce
 orders
 for
 shipping



This
 business
 handles
 payables
 and
 receivables
 in
 this
 manner:



This
 business
 accepts
 no
 financing.



All
 products
 are
 paid
 for
 at
 time
 of
 purchase,
 or
 email
 order
 through
 the
 Square
 account.



This
 business
 pays
 for
 all
 its
 product
 via
 the
 credit
 account
 and
 settles
 the
 account
 EOM.



This
 business
 employs
 these
 titles:



1
 Owner
 –
 As
 needed



1
 Brewer
 –
 20-hour
 workweek
 9-2
 T-F



2
 Tasting
 Room
 Managers
 -
 split
 week
 3
 shifts
 each
 4-10



1
 Event
 Staff
 –
 4
 events
 per
 month
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This
 business
 does
 its
 own
 in-house
 ancillary
 services
 or
 contracts
 these
 services:



Oversee
 Operations
 –
 Owner
 In
 House



Brewing
 –
 Brewer
 In
 House



Tasting
 Room
 Management
 –
 Tasting
 Room
 Managers
 In
 House



Events
 –
 Event
 Staff



Delivery
 –
 Shipping
 Co.



Accounting
 –
 Contracted
 Accountant



IT
 –
 Contracted
 IT
 Management
 Firm



Sales/Marketing
 –
 Owner
 In
 house



HR
 –
 Owner
 In
 house



Business
 Model
 Summary



We
 source
 our
 products
 from
 about
 25
 suppliers
 which
 are
 delivered
 to
 us
 and
 create
 beer
 in
 our
 brewing
 area.
 Our
 tasting
 room
 is
 co-run
 by
 two
 employees
 and
 open
 from
 4-9
 six
 days
 a
 week.
 We
 market
 via
 the
 web,
 our
 tasting
 room
 and
 in
 person
 events,
 and
 consumers
 purchase
 our
 products
 in
 person
 or
 by
 ecommerce
 store
 orders
 and
 are
 delivered
 via
 a
 shipping
 service.
 We
 have
 some
 bottling
 equipment
 that
 automates
 but
 shipments
 are
 packed
 and
 shipped
 by
 hand;
 no
 automation.
 The
 owner
 and
 small
 staff
 do
 the
 work
 of
 brewing,
 selling,
 marketing,
 events,
 and
 running
 the
 tasting
 room.
 Accounting,
 and
 IT
 are
 contracted
 out.









Note
 that
 Co.
 G
 did
 not
 make
 a
 lot
 of
 changes
 to
 their
 busi-
 ness
 model.
 They
 enhanced
 it
 by
 adding
 one
 more
 staff
 member
 and
 changing
 a
 point
 of
 sale
 location
 from
 an
 email
 order
 to
 an
 ecommerce
 store.
 They
 did
 not
 add
 or
 eliminate
 a
 revenue
 stream,
 but
 instead
 increased
 poten-
 tial
 in
 each
 area
 for
 a
 greater
 return
 and
 better
 profit.
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Revenue
 






Actual
 






 Estimate
 






 






Last
 Year






Upcoming
 Year






Tasting
 Room






220,000






280,000






Events






180,000






360,000






Email
 Sales






200,000






260,000






Total
 Sales






$600,000






$900,000






 






 






 






 COGS


















Product






 169,000






 238,555






Bottling






 20,000






 35,000






Shipping






 12,000






 25,000






Events






 121,000






 216,000






Other






 1,000






 1,000






Total
 Sales






$323,000






$515,555






Gross
 Margin






$277,000






$384,445






Gross
 Margin
 %






46%






43%






 






 






 






Expenses






 






 






Payroll






 128,000






 128,000






Sales
 &
 Marketing






 24,000






 70,000






Leased
 Equipment






 960






 1,960






Utilities






 1,964






 2,200






Insurance






 1,718






 1,718






Rent






 14,733






 16,275






Payroll
 Taxes






 15,000






 15,000






Accountant






 10,000






 12,000






Office
 Expenses






 30,000






 10,000






Other
 (Remodel)






 -






 20,000






Total
 Op
 Expense






$226,375






$277,153






 






 






 






EBITDA






 50,625






 107,292






Interest






 700






 1,100






Taxes






 19,722






 34,725






Depreciation






4,200






4,200






Amortization






 






 






 






Net
 Profit






$30,203






$71,467






Net
 Profit
 Margin






5.03%






7.94%











Now
 for
 the
 budget.
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TIP



COGS
 
 are
 expenses
 directly
 related
 to
 the
 production
 of
 goods.
 For
 example
 Co.
 G
 would
 put
 the
 products
 purchased
 that
 make
 beer
 in
 this
 section.



Expenses
 
 are
 things
 that
 are
 indirectly
 related
 to
 the
 production
 like
 rent,
 insurance,
 and
 marketing.
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EBITDA
 
 =
 Earnings
 Before
 Interest,
 Taxes,
 Depreciation
 and
 Amortization
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Take
 note
 of
 a
 few
 key
 points
 in
 this
 example.
 One
 is
 that
 Co.
 G
 plugged
 in
 a
 new
 total
 revenue
 number
 with
 esti-
 mates
 of
 each
 stream
 based
 on
 the
 new
 concepts.



Then
 they
 looked
 at
 expenditures.
 Make
 sure
 you
 notice
 the
 shipping
 charge.
 Remember
 in
 
our
 earlier
 example

 
 that
 Co.
 G
 found
 out
 they
 could
 decrease
 shipping
 costs
 by
 about
 25%,
 but
 they
 have
 a
 higher
 total
 in
 this
 example.
 Realize
 that
 is
 because
 they
 anticipate
 shipping
 more.
 But
 the
 cal-
 culation
 is
 still
 done
 at
 the
 new
 cost
 of
 shipping
 per
 box,
 not
 the
 exceptionally
 higher
 cost
 of
 Shipping
 Co.
 1.



The
 cost
 of
 events
 increased
 to
 reflect
 a
 total
 of
 3
 per
 month,
 rather
 than
 the
 random
 number
 they
 were
 at
 before
 as
 well
 as
 the
 cost
 of
 the
 new
 event
 staff
 member
 who
 is
 not
 technically
 an
 employee.
 The
 sales
 volume
 also
 reflects
 the
 anticipated
 revenue
 from
 the
 events.



The
 new
 total
 in
 the
 marketing
 section
 reflects
 the
 new
 website
 design,
 the
 new
 cost
 of
 maintenance
 and
 the
 class,
 and
 the
 remodel
 dollars
 were
 added
 to
 the
 line
 item
 other.
 And
 Co.
 G
 decreased
 the
 total
 of
 office
 spend
 by
 $20K
 in
 the
 future
 with
 anticipation
 that
 he’d
 eliminate
 those
 excess
 spends.



The
 trick
 is
 to
 work
 the
 numbers
 so
 that
 they
 reflect
 the
 new
 reve-
 nue
 and
 margin
 numbers
 you
 want.
 Think
 of
 this
 as
 a
 final
 test
 of
 your
 new
 system.
 If
 you
 missed
 any
 details,
 you
 will
 figure
 them
 out
 as
 you
 complete
 your
 final
 budget
 for
 your
 new
 year
 and
 goals.
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See
 shipping
 cost
 example
 on
 p.
 19.
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If
 you
 put
 off
 chapter
 one
 till
 the
 end
 now
 is
 the
 time
 to
 return
 there
 and
 put
 the
 MVV
 in
 place.
 Head
 back
 to
 the
 
Mission,
 Vision
 and
 Values
 

 and
 craft
 them
 to
 reflect
 the
 plan
 you’ve
 created.



The
 strategic
 plan
 should
 be
 updated
 thro-
 ughout
 the
 year
 as
 needed
 and
 a
 total
 revisit
 of
 goals,
 strategies,
 and
 initiatives
 should
 be
 done
 as
 a
 planning
 session
 at
 least
 once
 per
 year.
 A
 good
 time
 is
 year-end
 or
 fiscal
 year
 end.



The
 mission,
 vision,
 and
 values
 are
 often
 excluded
 from
 this.
 If
 they
 continue
 to
 fit
 the
 business,
 then
 they
 do
 not
 need
 to
 be
 changed.
 These
 three
 often
 stay
 the
 same
 for
 multiple
 years
 and
 that
 is
 right.



Market
 Data
 needs
 to
 be
 revisited
 at
 planning,
 but
 you
 can
 do
 it
 more
 if
 you
 are
 inclined.



Budget
 data
 is
 always
 being
 tended
 to
 and
 at
 least
 once
 per
 quarter
 but
 more
 like
 once
 per
 month
 you
 should
 take
 a
 look
 at
 your
 numbers
 and
 compare
 them
 to
 your
 estimates
 we
 just
 finished.



As
 for
 all
 the
 content
 in
 Part
 2,
 they
 are
 the
 key
 components
 of
 planning.
 In
 your
 next
 planning
 phase,
 as
 in
 next
 year,
 you
 will
 look
 at
 the
 accomplishing
 of
 your
 goals
 and
 see
 where
 you
 succeeded
 where
 you
 did
 not
 and
 where
 you
 want
 to
 go
 in
 the
 next
 year.
 Then
 you
 will
 close
 out
 your
 goals
 from
 the
 year
 before
 if
 you
 can
 and
 set
 up
 a
 new
 year
 using
 the
 steps
 in
 the
 process
 again.
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See
 Mission,
 Vision
 and
 Values
 on
 p.
 11.












And…If
 you
 are
 struggling
 badly,
 get
 help!
 Let
 an
 accountant
 or
 other
 person
 gifted
 with
 a
 love
 of
 math
 and
 numbers
 step
 in
 to
 complete
 this
 part
 if
 you
 can’t
 seem
 to
 get
 things
 to
 balance.









Now
 some
 final
 pieces
 of
 wrap
 up
 and
 we
 are
 done:
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The
 final
 product
 that
 you
 have
 is
 a
 workbook
 of
 both
 of
 finalized
 pages
 and
 pages
 that
 you
 used
 to
 take
 notes.
 You
 can
 preserve
 them
 exactly
 as
 they
 are
 in
 your
 workbook
 and
 create
 a
 new
 workbook
 next
 year
 when
 you
 plan
 again.
 You
 can
 tear
 out
 the
 relevant
 pages
 and
 keep
 them
 while
 discarding
 the
 brainstorming
 pages.
 You
 can
 transfer
 all
 the
 data
 to
 a
 digital
 file
 (recommended)
 and
 keep
 a
 copy
 for
 each
 year
 you
 run
 your
 business.
 It
 is
 up
 to
 you.
 Just
 make
 sure
 to
 put
 this
 somewhere
 that
 you
 will
 look
 at
 it
 and
 use
 it.




Your
 turn!
 Tie
 it
 Together
 Turn
 to
 page
 87
 in
 the
 back
 of
 this
 workbook
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Errors,
 Misjudgments
 and
 Course
 Corrections









No,
 you
 can’t
 predict
 the
 future.
 Nor
 can
 you
 be
 perfect
 all
 the
 time.
 Not
 everything
 you
 try
 will
 work
 for
 you,
 and
 you
 have
 to
 be
 ready
 to
 deal
 with
 that
 as
 a
 business
 owner.
 Most
 of
 you
 already
 know
 that.
 It
 all
 comes
 down
 to
 knowing
 when
 to
 stick
 with
 something,
 when
 to
 quit
 something,
 and
 when
 to
 make
 small
 changes
 rather
 than
 scrapping
 a
 project
 altogether
 to
 realize
 success.



But...there’s
 no
 straight
 answer
 as
 to
 how
 to
 do
 that.



In
 the
 case
 of
 something
 like
 a
 mis-
 sion
 statement,
 if
 you
 were
 to
 change
 this
 with
 your
 mood
 or
 the
 season
 that
 would
 be
 a
 mistake
 because
 it
 would
 not
 give
 a
 solid
 statement
 of
 direction
 for
 the
 overall
 objective
 of
 the
 business.



However,
 in
 the
 case
 of
 a
 social
 media
 campa-
 ign,
 running
 something
 that
 was
 not
 working
 for
 more
 than
 a
 few
 weeks
 could
 be
 excessive.



But
 a
 billboard
 campaign
 would
 need
 a
 few
 months
 to
 be
 useful.



And
 your
 website
 needs
 to
 change,
 and
 new
 content,
 like
 blog
 posts,
 need
 to
 be
 added
 regularly,
 but
 not
 more
 than
 every
 two
 years
 regarding
 the
 overall
 look
 and
 feel.



I
 could
 give
 more
 examples,
 but
 you
 get
 the
 idea.
 A
 lot
 of
 what
 you
 do
 will
 have
 varia-
 bles
 and
 be
 unpredictable
 in
 results.
 That’s
 the
 nature
 of
 both
 life
 and
 business.



As
 a
 business
 owner,
 you
 cannot
 be
 afraid
 to
 fail!
 That’s
 lesson
 1.
 Failure
 will
 happen.
 You
 need
 to
 be
 prepared
 to
 bounce
 back,
 which
 is
 the
 only
 way
 to
 mitigate
 failure
 comple-
 tely.
 It
 is
 not
 enough
 just
 to
 try
 and
 avoid
 making
 mistakes.
 This
 can
 cause
 analysis
 paralysis
 and
 halt
 any
 process
 good
 or
 bad.



But
 there
 is
 another
 strategy
 that
 is
 also
 help-
 ful.
 Course
 correction.
 Which
 can
 someti-
 mes
 prevent
 overall
 failure.
 In
 looking
 at
 the
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examples
 above
 each
 one
 can
 be
 given
 a
 timeline
 for
 success
 and
 an
 opportunity
 to
 run
 its
 course
 and
 see
 if
 it
 bears
 fruit
 (or
 at
 least
 a
 worthy
 return).
 The
 key
 is
 to
 RESEARCH
 your
 choices
 in
 terms
 of
 timelines,
 and
 to
 gather
 data
 on
 results
 to
 determine
 if
 the
 choices
 are
 working
 in
 your
 favor.



As
 we
 talked
 about
 before,
 your
 local
 library
 has
 extensive
 research
 tools
 that
 can
 give
 insight
 to
 all
 types
 of
 business.
 All
 the
 social
 media
 sites
 have
 data
 on
 campaigns
 now,
 and
 also
 customer
 service
 depts.,
 that
 can
 guide
 you
 as
 to
 how
 and
 when
 to
 run
 campaigns.
 Survey
 equipment
 comes
 with
 data
 analysis
 features
 to
 better
 understand
 your
 customers.
 The
 Small
 Business
 Administration
 has
 a
 plethora
 of
 people
 and
 resources
 that
 are
 also
 provided
 mostly
 free
 of
 charge.
 And
 business
 groups
 can
 put
 you
 in
 touch
 with
 other
 owners
 so
 that
 you
 can
 learn
 from
 others’
 mistakes.



While
 you
 will
 never
 prevent
 every
 problem
 from
 ari-
 sing,
 with
 some
 forethought
 and
 investigation
 you
 can
 become
 adept
 at
 being
 flexible,
 resilient,
 and
 able
 to
 maneuver
 the
 challenges
 of
 business
 ownership.



For
 the
 sake
 of
 discussing
 further
 through
 illustration,
 let’s
 say
 Company
 G
 finished
 their
 marketing
 classes,
 launched
 their
 new
 website,
 and
 started
 distributing
 their
 newsletters
 as
 a
 cam-
 paign
 to
 solicit
 more
 business
 via
 email
 orders.
 Company
 G
 sends
 newsletters
 for
 a
 few
 weeks
 from
 one
 of
 the
 mail
 servi-
 ces
 that
 aggregates
 data
 results
 for
 patrons.
 After
 about
 a
 month
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Company
 G
 notices
 a
 trend.
 Some
 of
 the
 artic-
 les
 in
 the
 newsletter
 don’t
 get
 opened
 and
 read,
 while
 others
 are
 well
 read.
 Also,
 the
 articles
 that
 were
 well
 read
 did
 not
 have
 buy
 links
 in
 them
 and
 so
 conversions
 had
 not
 increased.



Should
 Company
 G
 scrap
 its
 newsletter
 project?
 No!
 It’s
 way
 too
 soon.
 Company
 G
 should
 course
 correct!
 Noticing
 trends
 in
 consumer
 behavior
 is
 one
 way
 to
 gauge
 this.
 Co.
 G
 can
 now
 write
 more
 focused
 newsletters
 as
 they
 are
 getting
 an
 idea
 of
 what
 people
 will
 read
 and
 moving
 their
 buy
 links
 to
 match
 the
 high
 traffic
 content.
 They
 can
 also
 eliminate
 content
 that
 does
 not
 interest,
 and
 even
 run
 an
 A/B
 test
 to
 see
 what
 else
 would
 interest
 their
 readers
 (an
 A/B
 test
 is
 a
 marketing
 tool
 discussed
 further
 in
 volume
 2
 of
 this
 series,
 Marketing
 Planning
 Workbook).
 Should
 Company
 G
 run
 a
 newsletter
 campaign
 for
 another
 6
 months
 to
 a
 year
 and
 still
 see
 nothing
 in
 the
 way
 of
 returns
 it
 would
 be
 time
 to
 look
 for
 new
 ideas
 and
 change
 course
 accordingly.
 But
 not
 till
 an
 ample
 amount
 of
 effort
 had
 been
 put
 in.



If
 you
 didn’t
 catch
 it,
 the
 underlying
 theme
 in
 the
 example
 is
 do
 some
 research
 and
 use
 your
 judge-
 ment.
 Each
 endeavor
 will
 be
 different
 so
 find
 out
 how
 successful
 people
 were
 able
 to
 be
 successful
 and
 set
 up
 markers
 for
 yourself
 based
 on
 that
 data.
 If
 your
 ideas
 consistently
 fail
 to
 meet
 markers
 it
 may
 be
 time
 to
 make
 changes.
 If
 changes
 also
 fail
 it
 may
 be
 time
 to
 abandon
 an
 idea
 altogether.
 And
 when
 you
 find
 yourself
 unable
 to
 work
 through
 problems
 be
 willing
 to
 seek
 out
 external
 resources
 to
 see
 yourself
 through
 challenges.
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Final
 Thoughts









You’ve
 made
 it
 to
 the
 end!
 Once
 again,
 congratu-
 lations!
 Hopefully,
 this
 was
 at
 least
 a
 fairly
 ple-
 asant
 experience
 and
 you’ve
 gained
 some
 valuable
 insight
 into
 planning
 as
 well
 as
 some
 tools
 you
 can
 use
 throughout
 the
 life
 of
 your
 business.
 For
 those
 of
 you
 who
 have
 benefited
 from
 this
 and
 would
 like
 to
 go
 further
 this
 book
 is
 the
 first
 in
 a
 series
 of
 three
 designed
 to
 get
 you
 through
 planning.
 The
 next
 book,
 Marketing
 Planning
 Workbook
 will
 be
 building
 off
 the
 content
 in
 this
 workbook
 and
 help
 you
 design
 a
 simple
 but
 effective
 marketing
 plan
 that
 can
 take
 your
 suc-
 cess
 to
 the
 next
 level.
 The
 final
 book,
 Business
 Plan
 Workbook
 will
 compile
 the
 works
 of
 the
 first
 two
 to
 help
 get
 your
 business
 plan
 together
 for
 presentation
 to
 potential
 investors
 and
 other
 funding
 sources.
 These
 will
 be
 available
 on
 my
 website,
 www.TopShelfConsulting.world.



If
 you’re
 still
 having
 trouble,
 I
 sympathize!
 And
 I
 may
 be
 able
 to
 help
 you
 further.
 Through
 a
 short
 phone
 consultation,
 we
 can
 assess
 if



I
 can
 assist
 by
 facilitating
 your
 strategy
 ses-
 sion,
 or
 other
 consulting
 services
 that
 can
 help
 your
 business.
 Set
 a
 phone
 appoint-
 ment
 with
 me
 by
 going
 to
 my
 website
 and
 navigating
 to
 the
 online
 booking
 system.



The
 final
 words
 I
 will
 leave
 you
 with
 here
 are
 anecdotal
 and
 based
 on
 the
 most
 important
 lesson
 I’ve
 learned
 and
 re-learned
 over
 my
 life
 so
 far,
 in
 both
 my
 business
 and
 personal
 affairs.



There’s
 a
 story
 about
 a
 businessman
 who
 takes
 a
 vacation
 to
 a
 small
 village
 and
 has
 a
 talk
 with
 one
 of
 the
 locals.
 The
 man
 says
 he
 lives
 a
 nice
 life.
 He
 works
 a
 little
 every
 day,
 keeps
 some
 of
 what
 he
 gathers
 and
 trades
 the
 rest
 for
 other
 staples,
 then
 goes
 home
 to
 spend
 time
 with
 his
 family.
 The
 businessman
 starts
 making
 suggestions
 along
 the
 lines
 of
 him
 growing
 his
 empire.
 Buy
 equipment,
 hire
 more
 employees,
 diversify,
 go
 public,
 and
 on
 and
 on.
 The
 villager
 keeps
 asking
 “and
 then
 what.”
 Finally,
 the
 businessman
 says
 well
 once
 you
 get
 big
 enough
 with
 all
 that
 money
 you
 can
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then
 retire
 to
 a
 small
 village,
 work
 a
 little
 every
 day,
 keep
 some
 and
 trade
 some,
 and
 then
 go
 spend
 time
 with
 your
 family.
 The
 joke
 of
 course
 being
 that
 the
 local
 man
 was
 already
 there!



I
 tell
 this
 story
 to
 clients
 and
 to
 classes
 to
 remind
 people
 about
 the
 concept
 of
 an
 endgame,
 and
 about
 being
 really
 clear
 on
 what
 that
 is.
 As
 we
 touched
 on
 briefly
 in
 the
 vision
 statement,
 you
 don’t
 have
 to
 go
 for
 anything
 in
 particular
 to
 be
 right.
 You
 are
 right
 about
 your
 goals
 when
 they
 are
 in
 alignment
 with
 where
 you
 want
 to
 get
 to
 in
 life.
 So,
 in
 all
 of
 your
 efforts
 to
 plan
 and
 to
 work
 toward
 business
 goals
 make
 sure
 you
 also
 consistently
 ask
 yourself
 if
 you
 are
 happy
 in
 your
 life
 and
 your
 choices,
 and
 if
 your
 goals
 and
 your
 strategies
 are
 aligning
 you
 with
 where
 you
 want
 to
 be
 when
 you
 get
 there.
 The
 key
 to
 being
 satisfied
 with
 the
 life
 you
 live
 is
 to
 live
 it
 on
 pur-
 pose
 with
 an
 idea
 toward
 what
 that
 purpose
 is.
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Business
 success
 is
 great,
 but
 it
 means
 nothing
 without
 love,
 family,
 experience,
 and
 the
 little
 things!
 Make
 sure
 your
 plan
 includes
 a
 way
 to
 experience
 all
 of
 the
 above.






[image: ]





–
 Sarah
 Joy






Contact
 me
 at:




TopShelfConsulting.world
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Thank
 you
 and
 good
 luck
 in
 all
 of
 your
 business
 endeavors!
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worksheet
 1:
 Mission-Vision-Values



Alright,
 it’s
 your
 turn!
 Look
 over
 the
 activity
 below
 and
 give
 this
 a
 shot.
 If
 it
 doesn’t
 come
 naturally
 by-pass
 it
 and
 I
 will
 have
 you
 revisit
 it
 in
 the
 end.









Mission



If
 you
 are
 having
 trouble
 try
 to
 fill
 in
 the
 blanks
 in
 this
 sentence:



“I
 help
 (who)
 ___________________________________________



to
 (what)
 ______________________________________________



by
 (how)
 ______________________________________________



________________________________________________



________________________________________________



________________________________________________



________________________________________________



________________________________________________



________________________________________________



________________________________________________



________________________________________________



________________________________________________



________________________________________________









Example:



I
 help
 consumers
 lose
 weight
 by
 teaching
 Pilates
 classes.



Example
 with
 2:



I
 help
 consumers
 lose
 weight
 by
 teaching
 Pilates
 classes
 and
 selling
 high
 quality
 supplements
 to
 further
 their
 health-conscious
 lifestyles.
 (Use
 an
 AND
 if
 your
 business
 does
 two
 things
 like
 provide
 both
 a
 product
 and
 a
 service.)
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Vision



If
 you
 are
 having
 trouble
 try
 to
 fill
 in
 the
 blanks
 in
 this
 sentence:



“My/our
 overall
 company
 goal
 is
 to
 continue
 to



_____________________________________



and/or
 grow
 to
 _________________________.



________________________________________________



________________________________________________



________________________________________________



________________________________________________



________________________________________________



Values



If
 you
 are
 having
 trouble,
 try
 to
 jot
 down
 bul-
 let
 points
 about
 what
 you
 care
 about.



________________________________________________



________________________________________________



________________________________________________



________________________________________________



________________________________________________









Example:



I
 want
 to
 grow
 my
 Pilates
 client
 base
 to
 double
 in
 size
 in
 the
 next
 two
 years
 and
 open
 my
 own
 studio.









Example:



I
 care
 about
 my
 client’s
 wellness
 goals



I
 care
 about
 the
 quality
 of
 my
 classes.









64
 /
 92









Strategic
 Planning
 for
 Small
 Businesses
 and
 Sole
 Proprietors









Worksheets







[image: ]


[image: ]





worksheet
 2:
 Business
 Model



Your
 Turn!
 Put
 your
 business
 model
 together
 on
 paper
 using
 the
 table.









Start
 by
 filling
 in
 the
 blanks
 here.



Business
 Name:
 ______________________________________



Business
 Type:
 _______________________________________



Owner/CEO:
 __________________________________________



GM:
 _________________________________________________



To
 b2b
 or
 b2c
 customers:
 _____________________________



Gross
 profit
 previous
 year:
 ____________________________



Margin:
 ______________________________________________



Number
 of
 employees:
 _________________________________



Salary
 or
 hourly:
 ______________________________________



Then
 list
 out
 the
 products
 and
 services
 you
 provide.



This
 business
 provides
 the
 product/service
 of:



___________________________________________________________



___________________________________________________________



___________________________________________________________



___________________________________________________________









65
 /
 92









Strategic
 Planning
 for
 Small
 Businesses
 and
 Sole
 Proprietors









Worksheets







[image: ]


[image: ]





Price
 Sheet







Product/Service






Unit
 Cost





Next
 list
 out
 the
 marketing
 channels
 you
 use.
 Each
 different
 social
 media
 site
 counts
 as
 a
 separate
 line,
 as
 does
 your
 website.
 Marketing
 channels
 are
 also
 physical
 locations
 you
 may
 leave
 flyers/coupons/ads
 or
 meet
 others
 to
 network
 so
 make
 sure
 to
 include
 those,
 too.



This
 business
 markets
 the
 offering
 through
 these
 channels:



________________________________________________________________________________________________



________________________________________________________________________________________________



________________________________________________________________________________________________



________________________________________________________________________________________________



List
 the
 places
 people
 can
 buy
 from
 you.
 If
 people
 send
 you
 money
 thro-
 ugh
 Facebook
 then
 write
 Facebook,
 but
 if
 social
 media
 is
 used
 to
 direct
 people
 to
 your
 website,
 then
 note
 your
 website
 as
 the
 point
 of
 sale.



This
 business
 sells
 the
 offering
 through
 these
 channels:



________________________________________________________________________________________________



________________________________________________________________________________________________



________________________________________________________________________________________________
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Then
 list
 the
 ways
 you
 receive
 money.
 For
 example,
 if
 you
 have
 an
 online
 store
 you
 list
 that
 here
 with
 the
 method
 you
 take
 payments
 (i.e.
 PayPal).
 If
 you
 have
 a
 brick
 and
 mortar
 store
 you
 list
 your
 POS
 (point
 of
 sale)
 system.
 Also
 make
 mention
 of
 how
 you
 pay
 bills
 and
 if
 you
 use
 credit
 here.



This
 business
 handles
 payables
 and
 receivables
 in
 this
 manner:



________________________________________________________________________________________________



________________________________________________________________________________________________



________________________________________________________________________________________________



Put
 a
 brief
 amount
 of
 information
 about
 employees
 next.
 For
 those
 that
 have
 staff
 of
 10
 or
 less
 follow
 the
 Company
 G
 example.
 For
 those
 with
 11
 or
 higher
 attaching
 an
 org
 chart
 can
 also
 be
 helpful.
 Sole
 proprietors
 can
 skip
 this
 part,
 simply
 list
 the
 hours
 they
 work,
 or
 go
 deeper
 and
 list
 out
 more
 of
 a
 schedule.
 Remember
 to
 use
 job
 titles
 rather
 than
 perso-
 nal
 names
 and
 remember
 this
 is
 not
 where
 the
 details
 of
 each
 job
 description
 go.



This
 business
 employs
 these
 titles:



________________________________________________________________________________________________



________________________________________________________________________________________________



________________________________________________________________________________________________



________________________________________________________________________________________________
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List
 the
 departments
 in
 your
 business
 and
 designate
 whether
 you
 or
 another
 company
 does
 them.
 For
 example,
 a
 chiropractor
 is
 not
 a
 billing
 office.
 They
 may
 contract
 with
 a
 bil-
 ling
 office
 or
 they
 may
 hire
 an
 expert
 as
 a
 staff
 member
 to
 manage
 the
 billing.
 Take
 time
 to
 briefly
 break
 down
 your
 operation
 by
 department,
 or
 job
 title
 of
 responsibility.
 Keep
 it
 high
 level
 and
 remember
 to
 use
 titles
 rather
 than
 personal
 names.
 Some
 basic
 busi-
 ness
 aspects
 are
 listed
 already.
 There
 is
 room
 afterword
 to
 add
 your
 own.



This
 business
 does
 its
 own
 in-house
 ancillary
 services
 or
 contracts
 these
 services:



Operations:
 ____________________________________________________________________



Accounting:
 ____________________________________________________________________



IT:
 ____________________________________________________________________



Sales/Marketing
 :
 ____________________________________________________________________



HR:
 ____________________________________________________________________



________________________________________________________________________________________________



________________________________________________________________________________________________



________________________________________________________________________________________________



Narrative



________________________________________________________________________________________________



________________________________________________________________________________________________



________________________________________________________________________________________________



________________________________________________________________________________________________
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Worksheet
 3:
 Profit
 Loss
 and
 Budget










Revenue
 






Actual






 Estimate












Last
 Year






Upcoming
 Year




























































Total
 Sales




































 COGS












































































































Total
 Sales


















Gross
 Margin


















Gross
 Margin
 %




































Expenses






















































































































































Total
 Op
 Expense




































Profit
 Before
 I
 &
 T


















EBITDA


















Interest


















Taxes




































Net
 Profit


















Net
 Profit
 Margin























Fill
 in
 the
 table
 with
 the
 data
 from
 your
 numbers
 if
 you
 do
 not
 have
 PNL
 software.
 If
 you
 do,
 get
 it
 organized
 download
 a
 report
 into
 an
 excel
 sheet.
 Add
 a
 column
 for
 next
 year
 and
 leave
 it
 open
 for
 now.
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Remember
 to
 use
 this
 or
 something
 similar
 to
 look
 at
 specific
 itemized
 spends.



Revenue
 Stream
 Cost
 Analysis
 Example
 
 –
 _________________




Revenue
 1






Revenue
 2






Total:






Expense
 1






Expense
 2






Expense
 3






Expense
 4






Expense
 5






Expense
 6






Total:






Total:
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Worksheet
 4:
 Market
 Analysis



Your
 turn!
 Research
 your
 marketing
 data
 to
 complete
 this
 section.
 (If
 you
 want
 to
 complete
 the
 extra
 suggestions
 1
 &
 2
 please
 do,
 but
 remember
 they
 are
 extras.
 Some
 of
 the
 new
 companies
 won’t
 have
 anyone
 to
 survey
 and
 some
 of
 you
 won’t
 need
 any
 more
 marketing
 data
 to
 make
 decisions
 although
 it
 would
 make
 an
 interesting
 read.
 You
 CAN
 complete
 these
 later
 and
 move
 on
 to
 completion
 now.)



Start
 with
 an
 analysis
 of
 your
 competition.
 Fill
 in
 the
 table
 to
 the
 best
 of
 your
 ability,
 keeping
 it
 simple.
 You
 just
 want
 to
 see
 if
 you
 are
 comparable
 to
 others
 near
 you.










Company






Product/
 Service






Pricing






Marketing
 Mix






Revenue






Your
 Company






Competitor
 1






Competitor
 2






Competitor
 3
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Next
 do
 a
 SWOT.
 Keep
 this
 simple
 as
 well.
 2-3
 bullet
 points.










Strengths






Weaknesses






Opportunities






Threats











Remember



Strengths
 and
 Weaknesses
 are
 INTERNAL



Threats
 and
 Opportunities
 are
 EXTERNAL
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Worksheet
 4:
 Market
 Analysis
 (continued)



Finally,
 do
 a
 customer
 segmentation
 profile
 for
 your
 main
 customer
 groups.
 Remember
 to
 make
 this
 a
 generalized
 idea
 of
 the
 types
 of
 people
 who
 frequent
 your
 establishment.



Customer
 Profile
 1



Name
 the
 Persona:
 ________________________________________________________________



Detail
 Their
 Character
 (age,
 gender,
 income,
 etc):
 _________________________________________



Detail
 the
 interaction
 with
 your
 business
 (online
 purchase,
 in
 store
 visit,
 events):
 ________________



________________________________________________________________________________



________________________________________________________________________________



Customer
 Profile
 2



Name
 the
 Persona:
 ________________________________________________________________



Detail
 Their
 Character
 (age,
 gender,
 income,
 etc):
 _________________________________________



Detail
 the
 interaction
 with
 your
 business
 (online
 purchase,
 in
 store
 visit,
 events):
 ________________



________________________________________________________________________________



________________________________________________________________________________



Customer
 Profile
 3



Name
 the
 Persona:
 ________________________________________________________________



Detail
 Their
 Character
 (age,
 gender,
 income,
 etc):
 _________________________________________



Detail
 the
 interaction
 with
 your
 business
 (online
 purchase,
 in
 store
 visit,
 events):
 ________________



________________________________________________________________________________
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________________________________________________________________________________



Customer
 Profile
 4



Name
 the
 Persona:
 ________________________________________________________________



Detail
 Their
 Character
 (age,
 gender,
 income,
 etc):
 _________________________________________



Detail
 the
 interaction
 with
 your
 business
 (online
 purchase,
 in
 store
 visit,
 events):
 ________________



________________________________________________________________________________



________________________________________________________________________________



If
 you
 are
 thinking
 about
 doing
 a
 survey
 here
 are
 some
 good
 questions
 to
 ask
 on
 it.



•	
 What
 do
 you
 like
 about
 our
 product/service?



•	
 What
 do
 you
 dislike?



•	
 What
 is
 your
 social
 media
 platform
 of
 choice?



•	
 What
 would
 make
 you
 recommend
 our
 product/service?



•	
 What
 is
 a
 product
 or
 service
 you
 would
 like
 to
 see
 us
 offer?
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worksheet
 5:
 Goals



Your
 Turn!
 Fill
 in
 the
 table
 with
 three
 to
 five
 key
 goals
 based
 on
 current
 versus
 desired
 metrics.
 Take
 the
 time
 to
 be
 honest
 with
 yourself
 and
 take
 a
 hard
 look
 at
 current
 metrics
 in
 your
 busi-
 ness.
 Don’t
 just
 estimate
 these
 numbers.
 And
 don’t
 go
 against
 what
 you
 already
 know.	



	










Current
 KPI:
 This
 Year






Desired
 KPI:
 Next
 Year
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Worksheet
 6:
 Strategies
 and
 Initiatives



Your
 Turn!
 List
 out
 your
 initiatives.
 Make
 sure
 each
 initiative
 ties
 back
 to
 your
 goals
 in
 some
 way
 and
 that
 it
 makes
 sense
 to
 your
 overall
 business
 direction.
 But
 also
 make
 sure
 you
 BRAINSTORM.
 This
 is
 where
 we
 test
 ideas,
 not
 eliminate
 them.
 That
 comes
 next.



Here
 is
 a
 table
 for
 you
 to
 fill
 with
 strategies
 and
 initiatives.
 Try
 to
 keep
 initia-
 tives
 to
 a
 realistic
 number
 per
 strategy;
 3-5
 as
 is
 our
 usual.



Strategy
 1:
 _______________________________________________________________________



•	



•	



•	



•	



•	



Strategy
 2:
 _______________________________________________________________________



•	



•	



•	



•	



Strategy
 3:
 _
 ______________________________________________________________________________



•	



•	



•	



•	



•
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worksheet
 7:
 Cost
 Analysis



Your
 Turn!
 Put
 your
 brainstorm
 into
 the
 table
 and
 start
 researching
 your
 initia-
 tives
 in
 terms
 of
 cost.
 Fill
 in
 your
 initiatives
 and
 cost
 estimates
 here.




Initiative






Est.
 Budget






1






2






3






4






5






6






7






8






9






10





Don’t
 forget
 to
 reuse
 the
 analysis
 tool
 to
 map
 out
 future
 initiatives
 if
 need
 be.




Revenue
 1






Revenue
 2






Total:






Expense
 1






Expense
 2






Expense
 3






Expense
 4






Expense
 5






Expense
 6






Total:






Total:
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Worksheet
 8:
 Strategic
 Framework



Your
 Turn!
 Reorder
 your
 list,
 taking
 time
 to
 look
 into
 ideas
 and
 to
 play
 the
 men-
 tal
 chess
 game
 to
 determine
 your
 CORE
 and
 APEX
 issues.
 Remember
 to
 use
 your
 exi-
 sting
 budget
 as
 a
 tool
 to
 help
 you
 determine
 next
 steps.
 If
 you
 can’t
 afford
 it
 right
 now,
 it
 goes
 down
 the
 list
 in
 lieu
 of
 something
 that
 will
 make
 or
 save
 money.



	




Initiative






Cost






1






2






3






4






5






6






7






8






9






10
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worksheet
 9:
 Schedule



Your
 turn!
 Take
 your
 revised
 initiative
 list
 and
 put
 it
 into
 a
 scheduling
 table.
 Set
 up
 a
 structured
 timetable
 with
 yourself
 making
 sure
 to
 give
 yourself
 eno-
 ugh
 time
 to
 complete
 tasks
 and
 leave
 room
 for
 life
 to
 get
 in
 the
 way.




Q1






Q2






Q3






Q4
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worksheet
 10:
 Project
 Sheets



Your
 Turn!
 Try
 writing
 out
 a
 project
 sheet
 for
 one
 of
 your
 complex
 initiatives.




Initiative
 






Step
 






Cost
 






Task
 Owner






Desired
 Outcome
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bonus
 worksheet:
 tie
 it
 together



Your
 Turn
 –
 Wrap
 up
 your
 work.
 Redo
 the
 Business
 Model
 if
 Needed









Business
 Name:
 ______________________________________



Business
 Type:
 _______________________________________



Owner/CEO:
 __________________________________________



GM:
 _________________________________________________



To
 b2b
 or
 b2c
 customers:
 
 _____________________________



Gross
 profit
 previous
 year:
 ____________________________



Margin:
 ______________________________________________



Number
 of
 employees:
 _________________________________



Salary
 or
 hourly:
 ______________________________________



Then
 list
 out
 the
 products
 and
 services
 you
 provide:



This
 business
 provides
 the
 product/service
 of:



___________________________________________________________



___________________________________________________________



___________________________________________________________



___________________________________________________________
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Next
 list
 out
 the
 marketing
 channels
 you
 use.
 Each
 different
 social
 media
 site
 counts
 as
 a
 separate
 line,
 as
 does
 your
 website.
 Marketing
 channels
 are
 also
 physical
 locations
 you
 may
 leave
 flyers/coupons/ads
 or
 meet
 others
 to
 network
 so
 make
 sure
 to
 include
 those,
 too.



This
 business
 markets
 the
 offering
 through
 these
 channels:



________________________________________________________________________________________________



________________________________________________________________________________________________



________________________________________________________________________________________________



________________________________________________________________________________________________



List
 the
 places
 people
 can
 buy
 from
 you.
 If
 people
 send
 you
 money
 thro-
 ugh
 Facebook
 then
 write
 Facebook,
 but
 if
 social
 media
 is
 used
 to
 direct
 people
 to
 your
 website,
 then
 note
 your
 website
 as
 the
 point
 of
 sale.



This
 business
 sells
 the
 offering
 through
 these
 channels:



________________________________________________________________________________________________



________________________________________________________________________________________________



________________________________________________________________________________________________



________________________________________________________________________________________________



Then
 list
 the
 ways
 you
 receive
 money.
 For
 example,
 if
 you
 have
 an
 online
 store
 you
 list
 that
 here
 with
 the
 method
 you
 take
 payments
 i.e.
 PayPal.
 If
 you
 have
 a
 brick
 and
 mortar
 store
 you
 list
 your
 POS
 system.
 Also
 make
 mention
 of
 how
 you
 pay
 bills
 and
 if
 you
 use
 credit
 here.



This
 business
 handles
 payables
 and
 receivables
 in
 this
 manner:



________________________________________________________________________________________________



________________________________________________________________________________________________



________________________________________________________________________________________________
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bonus
 worksheet:
 tie
 it
 together
 (continued)









Put
 a
 brief
 amount
 of
 information
 about
 employees
 next.
 For
 those
 that
 have
 staff
 of
 10
 or
 less
 follow
 the
 Company
 G
 example.
 For
 those
 with
 11
 or
 higher
 attaching
 an
 org
 chart
 can
 also
 be
 helpful.
 Sole
 proprietors
 can
 skip
 this
 part,
 simply
 list
 the
 hours
 they
 work,
 or
 go
 deeper
 and
 list
 out
 more
 of
 a
 schedule.
 Remember
 to
 use
 job
 titles
 rather
 than
 perso-
 nal
 names
 and
 remember
 this
 is
 not
 where
 the
 details
 of
 each
 job
 description
 go.



This
 business
 employs
 these
 titles:



________________________________________________________________________________________________



________________________________________________________________________________________________



________________________________________________________________________________________________



________________________________________________________________________________________________



List
 the
 departments
 in
 your
 business
 and
 designate
 whether
 you
 or
 another
 company
 does
 them.
 For
 example,
 a
 chiropractor
 is
 not
 a
 billing
 office.
 They
 may
 contract
 with
 a
 bil-
 ling
 office
 or
 they
 may
 hire
 an
 expert
 as
 a
 staff
 member
 to
 manage
 the
 billing.
 Take
 time
 to
 briefly
 break
 down
 your
 operation
 by
 department,
 or
 job
 title
 of
 responsibility.
 Keep
 it
 high
 level
 and
 remember
 to
 use
 titles
 rather
 than
 personal
 names.
 Some
 basic
 busi-
 ness
 aspects
 are
 listed
 already.
 There
 is
 room
 afterword
 to
 add
 your
 own.



This
 business
 does
 its
 own
 in-house
 ancillary
 services
 or
 contracts
 these
 services:



Operations:
 ____________________________________________________________________



Accounting:
 ____________________________________________________________________



IT:
 ____________________________________________________________________



Sales/Marketing
 :
 ____________________________________________________________________



HR:
 ____________________________________________________________________



________________________________________________________________________________________________



________________________________________________________________________________________________
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Narrative



________________________________________________________________________________________________



________________________________________________________________________________________________



________________________________________________________________________________________________



________________________________________________________________________________________________
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Revenue
 






Actual
 






 Estimate
 












Last
 Year






Upcoming
 Year




























































Total
 Sales




































 COGS












































































































Total
 Sales


















Gross
 Margin


















Gross
 Margin
 %




































Expenses






















































































































































Total
 Op
 Expense




































Profit
 Before
 I
 &
 T


















EBITDA


















Interest


















Taxes




































Net
 Profit


















Net
 Profit
 Margin























Fill
 in
 the
 table
 with
 the
 data
 from
 your
 numbers
 if
 you
 do
 not
 have
 PNL
 software.
 If
 you
 do,
 get
 it
 orga-
 nized
 download
 a
 report
 into
 an
 excel
 sheet.
 Add
 a
 column
 for
 next
 year
 and
 leave
 it
 open
 for
 now.









bonus
 worksheet:
 tie
 it
 together
 (continued)
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