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Introduction

If it has happened to you to sit with people who have

launched a business, they must have told you how diffi-
cult this job is and how many details are involved in the
process- the details you had not thought of before start-
ing it. It makes no difference whether you intend to start
a multi-million-dollar international business or launch
a small shop in your neighborhood; various factors and
variables are going to surprise you on your way!

A business's nature is inherently involved with uncer-
tainties and risks, which are sometimes unavoidable. Still,
you can control the risks by having a roadmap and a plan.
A business plan is a great tool to manage your business. In
a business plan, you make a plan for any case you may en-
counter. If you are not equipped with a plan, any of these
included items in a business plan can make your business
fail. Therefore, you need to know how to write a business
plan.

This book teaches you how to write a smart business
plan, i.e., how to formulate a plan for your business by tak-
ing a comprehensive view from various perspectives.
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Chapter 1

What You Need
to Know before
Writing a

Business Plan




a) What is a Business Plan and Why do You

Need It?

In general, a business plan is a set of plans and ideas
that you have in mind for doing your business and it is the
roadmap of your business's future.

You need a business plan before starting any business of
any size, ranging from a barber shop to a doctor's office,
restaurant, or an automobile manufacturing company, and
any other business model.

By having a business plan, you look
at your path more clearly. Each one of

us can think of various routes to do a
simple job such as going to an address,
routes that haven’t occurred to anyone
else's mind, and we may change our
course even when we have been already
on the way; we may go on a path which
is not the route we have chosen from
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the beginning. There are various meth-
ods for every task in business, as well.
Therefore, you write a business plan to
outline a clear path. This then helps you
become better in whatever you do or
whatever business you plan to do as you
already have a well-mapped-out plan.

In your business plan, you define a
future for your business. Otherwise,

you won't succeed even by performing
the best tasks, and your activities will o
lack the required coherence. s

[ J

Oesecsseccssesses®

Writing a business plan helps you
evaluate the business. You need to ana-
lyze constantly while writing a business

o plan. During the writing, you may con-
° clude not to start that business at all.
..

Ceececescscccces

Business plan is a tool for you to re-
alize whether a business is profitable or

not.
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The chance of success in a business
1s associated with that business's nature,
and a strong business plan can help you
achieve such success.

9

One cannot say whether a busi-
ness plan is successful or not,
but it can be said whether it is

| prepared strongly or poorly.
bk

e

Managing the business based on a
certain order is another advantage of a
business plan. By having a plan, you can
launch the structure and formations of O
your business and move forward. S
[ ]

Oesecssecsssocses®

A business plan is a comprehensive
guide in all stages of starting a business,
and it prevents making mistakes in the
course of a business.

‘What is a Business Plan 9




b) What are the Applications of a Business

Plan?

Providing the capital through banks
or investment companies is one of the
applications of a business plan. If you
lack a fully standard business plan, you
won't be able to introduce your busi-
ness to an investor. Instead of hearing
you beating around the bush and giving
verbal assurance, an investor is interest-
ed in reading your business plan. If you
don’t have such a thing, you can't have
any hope for absorbing any capital for
your job.

Don’t be afraid of discussing your idea with
the investor. the idea you have has already
occurred to hundreds of thousands of other
people, thousands of people are actively car-
rying it out, hundreds of people are working
on it even more seriously, and tens of people
are implementing it.
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Another important application of a

business plan is building a work team
and gathering people who want to co-
operate with you, whether as partners,
employees, or any other titles. In or-
der to do so, you need to offer your
business plan instead of talking about
plan for hours to attract people's atten-
tion to your business. Offer your busi-
ness plan to people instead of trusting
yourself, starting to talk, and trying to
recruit people. They will check wheth-
er there is a place for them in the cor-
responding business or not. If they
find a place for themselves, they will
get into the project and collaborate
with you.

In the first step, offering a business
plan shows how serious you are in the
work you want to do. In the second step,
people realize that you have a plan for
your idea.

What are the Applications 11




Absorbing suppliers and service
providers in an easier way is the oth-
er application of a business plan. Some
businesses work with various suppliers.
Some large service providers don’t take
rookies seriously and are not willing to
work with them. Mapping the path that
you want to go through, the one includ-
ed in your business plan, can help you

absorb these people.
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c) When Should You Write a Business Plan?

You need to write a business plan when you are deter-
mined about starting your own business.

Writing a business plan may even take up to six months.
Don’t assume that a business plan should be finished in
twenty days. You may decide to start your business in the
next six months; therefore, you gradually write your plan
during this period.

‘WhenShouldYouWriteaBusinessPlan? 13




d) Sources of Writing a Business Plan

The method of writing a business plan has completely
changed over the past few decades. In order to write such
plan, you need to search, investigate and analyze various top-
ics which are extensively explained in the following sections.

In past years, in order to do a simple research, we had
to study different books which were mostly out of date to
get some results or we had to ask others for help. However,
Google presently gives you many ideas about everything,
and there are numerous resources to guide you.

Present analysis tools have made it quite easy for us.
The fact that doing a research has become remarkably
easy and multiple sources are available allows you to do
the job using these tools and resources even if you lack the
sufficient knowledge for it.

There is no harm in reading any sources. Follow articles
more than you follow books. Articles teach you interesting tips
and hints. Try and read the articles written by people who own
a business and are involved in actual business activity. This
gives you first-hand information that can easily work for you.

By googling, you find various tools for writing a busi-
ness plan. Use Google Keep, especially for taking notes.
This application is like a modern scratchpad, and you can
also share your text with other people.

Using these applications increases the efficiency. There
are several applications which are either web-based or you
can install them on your computer and use them offline.
Applications offer you interesting tools that you can use to
facilitate your work and avoid making mistakes.
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There are also many informative books and you will
gradually realize which one is practical for you. Many books
and articles either are not suitable for your business or don’t
suit the form of your business. If you find resources ap-
propriate to the structure of your business, you can learn
more quickly and easily and implement them.

While writing a business plan, you are analyzing and ex-
plaining what will be done for yourself. You extract facili-
tating answers from the researches you do towards writing
your business plan.

In order to prepare the business plan, you must be aware
of all the details in the course, how to do the job, and the
resources required for your business. Perhaps it is not ir-
relevant to compare writing a business plan to planning a
trip. In normal life, we ignore details in our planning. For
example, to have a car trip, we go ahead simply by check-
ing the fuel level and suitability of the car. However, if you
carefully plan for your trip, you must be aware of certain
details such as the following items beforehand:

@ You must know exactly how many kilometers you will
ride and how much fuel you need for it.

@ 1t is not enough to have a mechanic tell you that your
car is OK. You must check your car again and make
sure of its technical safety.

@ You need to know which part of the road is paved and
which part is unpaved.

@ You must check the weather in the route to your desti-
nation.

@ You need to plan for preparing food on your way.

@ You need to know how long you are going to stay at
your destination.

@ You must know why you are going to your destination.

Sources of Writing a Business Plan 15




Therefore, you must know all the details in writing a
business plan and plan for them.

If you have a startup, you won't have any depart-
ments at first. The early founders are practically busy
writing the business plan. Still, if you have turned into
a company, you can assign responsibilities to other de-
partments and engage them in writing other parts of
the business plan. In this case, have a leader for each
section, someone who coordinates various parts of var-
ious departments and gives order to the business plan.
If you have different departments, you will certainly
do better research. In addition, since this business plan
belongs to working companies, the items are clearer
than those for businesses that are about to get started
from scratch.

(| Notice

The definition of your business's future
must be quite clear and experts need to do
it. Sometimes, business owners also prepare
a draft and ask for experts' help to complete
1t.
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e) Different Versions of a Business Plan

To write a business plan, we face one of the two follow-
ing cases:

is when you write a business plan to
start a new business.

is when you write a business plan for
a currently working business which
either is traditional and lacks a business

plan or has a plan but its plan is old or
out of date for some reasons. In this
case, you have to either write a business
plan for it from the beginning or change
the previous plan according to the new
circumstances.
Since we are discussing smart, not ordinary, writing of a
business plan, you, as someone who acts smartly, need to
prepare multiple versions of your business plan.

Before anything else, prepare a gen-
eral schema or your business model
canvas. Like a blackboard, a business
model canvas is always in front of you
so you can see the generalities of your
business plan.

Different Versions of a Business Plan 17




A mini plan or a summary plan in
four or five pages is another version of

the business plan you need to have. You
can use this version to recruit employ-
ees or offer it to a supplier. You must be
able to refer to the mini plan quickly
and send it as the compact version of the
plan to various people. In this case, you
can show that you have a plan for your
work.

9

Oooooooooooooo.oo.

The complete version, working plan,
contains more details than the previ-
ous versions and it is designed for your
domestic use. In this version, you must
show that you know the ins and outs
of your own business. Every point that
occurs to you is written in this version.
Think about every issue and decide how
to tackle them. This version turns into a
working version by adding and remov-
Ing certain parts.

.OQ.OCOO..OOQOO

A business plan is normally between
ten to thirty pages, but it can be up to
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hundreds of pages in long term through
the applied revisions. What matter is
that you have written down all your
ideas and plans for your business.

Don’t get excessively preoccupied
with volume and number of pages.
Nothing happens if this volume increas-
es or decreases depending on your need.

Of course, if the working plan which
is the complete version and is adopted
in domestic uses contains only eight
pages, you must be scared a little bit. Be
aware that you probably don’t know how
to write a business plan because no one
can write down the entire details of one's
work and end up with less than thirty —
forty pages even for small businesses.
There are numerous issues and if you
predict them, the number of pages will
be more than this number.

Preparing the final version is
time-consuming. It may be written in
two or three days or it may take thirty
days to be completed. What matters is
that it is not unalterable, and you can
change it during time and according
to what happens. The more details this

version contains, the better you show
how much information you have re-
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garding your business. When you intend
to launch a business, it means you know
how to do it, you claim that you know
the ins and outs of your own business,
and you have used all of your informa-
tion in preparing the working plan. Re-
lying on memory is out of place here;
all points must be written.

*tecccccccccccccD

The next version is the plan to offer
to the investor. The investor takes you
more seriously as the plan they see of
you becomes more precise. O

Oooooooooooooo..0°

Another version is the introduction
version used for presentation. You pre-
pare this version in order to introduce
your business in seminars. Sometimes,
you need to present your executive plan
in a short session or during a limited
time in a seminar. To do so, you need to
have a version that contains the import-
ant and prominent points of the busi-
ness plan.
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In comparison to the business roadmap, a business
plan is more detailed. Still, they both are similar in terms
of title and generalities and, the difference is that a busi-
ness plan takes a comprehensive and integrated view to
the entire set. At the same time, you can prepare the road-
map separately for each section. Preparing the roadmap
is unnecessary, but writing the business plans is one of the
crucial parts of any business and is unavoidable.

Prepare your main business plan according
to its application and audience in several dif-
ferent versions.

When you intend to write a business plan, you need to know
for whom you are presenting it. The business plan can be:

o Domestically adopted for your personal use.

@ VWritten to absorb investors. The version you present
to the investors is typically way more complete.

. Written to absorb the work team, partner, and em-
ployees. Such plan can be of various models such as
the model for an employee who wants to work for
you. For example, you may only introduce the mar-
keting and production section for an employee you
want to hire. This is based on the business you run,
but a part of it must be in all versions.

Different Versions of a Business Plan 21




Chapter 2

How to Write a

Business Plan




a) Define Your Objective of Writing a Business

Plan

Before starting to write your business plan, define a
set of your objectives in one page. Your objectives must
be clear and measurable by various tools and criteria. For
instance, you say that you want to rent the shop located
on your street to start a business. Or as an example, you
intend to reach a point where you gain 5 percent of the on-
line market in your country in a certain area within a given
period. Assessing the measurable objective is much easier.

To gather more information about smart goal setting,
you can read my other book, "Smart Goals "

2




b) Tell the Story of Your Business

Write a summary of your plan for your business as a
starting point for your business plan. It is important to start
your story from somewhere and see in form of a short sto-
ry what you will be doing to the end and what you want to
do in the course of your business.

Write in form of a short story the entire path you have
in mind for starting your business, so you can keep refer-
ring to it and use this story as an intellectual source. Think
about where you want to get and from where you start. Just
write it down so you can clarify the objective and the route
for yourself.

While writing the story, avoid being complete and
precise, and forget about checking the literary rules. If
you want to concern yourself too much with the litera-
ture, you will lose the main idea. Instead of focusing on
your writing prowess, make sure you don’t miss any point
because this is your draft which is going to be gradually
completed.

There is no need to censor yourself. Write down an ob-
jective even if you think it is beyond your capabilities. As
you move forward, the necessary items will be corrected
and you will research each topic. Everything you write in
form of a short story is usable. What matters is that you
are able to implement everything that has occurred to you
at the end of the story.
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In fact, you write the following items in such short story:

@ Who are you?

. Who are the members of your work team? What busi-
nesses are they involved with?

@ Do these people know what exactly to do and what
business to implement?

® po you know what problems you solve for your cus-
tomers by starting this business?

@® How do you intend to carry out the plan?
@ Where are your customers?

@ What plan do you have to find them?

@ Who are the other people who do this job?

. What can be done to achieve the least number of ob-
jectives you have set?

@ What are the methods of profitability?

@ 11 your short story, make it clear for yourself wheth-
er companies, final customers or both are the target
market for your business. If your business is a B2B!
type of business, the practice is different from when
your business is a B2C? type of business.

1. Business to Business
2. Business to Customer

Tell the Story of Your Business 25




Your target market may include both groups
of businesses and final customers.

If the type of services you provide for busi-
nesses differs from the one you provide for cus-
tomers, you must implement various strategies
for marketing and service providing for these
groups. For example, a small restaurant pro-
vides the same service for ordinary people and
companies and does not have a different strate-
gy. However, an educational institution has two
different strategies for ordinary people and or-
ganizations.

@ 1 the brief story you write about your future busi-
ness, determine to some extent your financial status
and the method of securing capital for your business.

The method of securing capital can be bor-
rowing money. In this case, think about some fac-
tors in the initial story of your business:

\/ How possible is it to borrow money and to
what extent can you count on it?

\/ How much can you borrow at most?

\/ How influential is the interest you have to pay
for the loan on expenses of starting your busi-
ness?

\/ How much time do you need to repay the
debt?
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Define borrowing money in the initial sto-
ry of your business precisely. A business can't be
launched by possibilities or ifs and buts, and you
must count on facts and what you have at your
disposal to be able to make plans. Therefore, you
should not start your business hoping that you can
borrow money, unless you have become certain
and all details have become clear to you.

® nn the story of your business, think about when you
are going to become profitable. Are you going to gen-
erate revenue from the first day you start your busi-
ness, or do you have to go through a certain period?

@ while crafting your business story, think about your
products' pricing system and the profit you have con-
sidered for yourself.

. In the business story, estimate the costs, incomes,
and production rate using simple calculations. When
looking at these simple calculations, you see how real
things are and how much change is needed.

(B0 your business needs a physical place, think of its
geographical location.

@ Define what type of people your work team must in-
clude. Such definition makes you determine the pro-
cess of tasks especially when you write an operational
plan.

Tell the Story of Your Business 27




c) Write a One-page Business Plan

When you write a plan for your business, start with a
one-page plan. Keep that page in your pocket or have a
softcopy on your mobile phone because it needs to be
with you everywhere so anytime a new idea occurs to you,
you can add it to the plan. Someone who takes him/herself
seriously and respects his/her own written plan can claim
he/she is acting smartly. In this case, the likelihood of fail-
ure decreases.

In the first step, prepare a one-page text about gener-
al titles of your business plan. This single page is, in fact,
your preparedness for entering the stage of writing a busi-
ness plan in full.

.Write down whatever comes to your mind for
crafting your business plan without organizing
anything.

o Just write down the titles without bringing up the de-
tails of what you want to do.

@ 1his page is your draft and can be written on paper in
various applications.
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Chapter 3

Structure and
Topics of a

Business Plan




Some standard structures have been defined for a

business plan, but all of them are more or less the same
structure-wise and only their templates and formats
are different in various areas; some of them have fewer
topics, and some of them have main and secondary top-
ics. Even the US and Canada may have different business
plan formats while their business structures are closely
similar.

To write a business plan, you can use already-available
and predesigned samples and templates. While it can't be
said that an accurate yet strict standard has been observed
in all of them, one can try and consider them from var-
ious aspects and create out of these templates a suitable
combination, something we call a smart business plan.
This means you have taken into consideration all aspects
of a formulated plan for your business and view it from
various perspectives. Secondly, the structure given in this
book is not usual for all business plans. This structure is
quite practical and gives you a free hand to prepare other
types of plans.
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While crafting a business plan, forget all about the stan-
dards. Some titles may have been less addressed in some
business plans, and others may have been stated more ex-
tensively. Some topics are completely omitted or merged
with other topics in some templates.

Anyone can use a business plan structure that suits his/
her business; that is, you implement a certain method
based on your business type. For example, an automobile
manufacturing company and a small store both need a
business plan, but the automobile manufacturer may re-
quire thorough and profound analyses in the economic
and industry analysis which are not needed in a supermar-
ket.

Instead of searching for business templates,
search for business plan samples. Template
is a structure and you better read the samples
to find out about various people's ideas in
various businesses.

You need to answer some questions before starting to
craft the business plan. These questions are the same top-
ics you consider in a business plan and must have thought
about them beforehand.
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In the following sections, you learn the topics of a smart
business plan in detail You often think of these topics
but don’t know how to classify them because you haven’t
worked with them just yet.

Generally, the following topics must be covered in a
smart business plan:

a) Executive summary

b) The company's vision, mission and goals
C) Industry analysis

d) Market analysis

e) Customer analysis

f) Competitor analysis

g) Identifying internal weaknesses and strengths, ex-
ternal threats and opportunities

h) Production plan (products and services)
1) Management and organizational plan
j) Sales and marketing plan
k) Details of an operational plan
1) Risk management
m) Financial resources plan
n) Exit strategy
O) Strategy plan
p) Business plan appendix

q) Cover and content of a business plan

Smart Business Plan




a) Executive Summary

This section is a summary of your business plan. The
volume of an executive summary depends on the gener-
alities of what you want to do. In this section you provide
a brief review of your business's concept. This means that
the reader must realize

@ What your business is generally about?
@ What product you intend to sell?

@ What goal you pursue by choosing this type of busi-
ness?

@ What target market you have?

This section summarizes all the issues the reader is go-
ing to confront in the next pages of the business plan. Here,
you may briefly talk about every single topic you have in
the next sections, items such as the financial plan, the tar-
get market, the marketing plan, the type of your business,
the available opportunities, who your competitors are and
how they work, what competitive advantage you have over
your competitors, and other features. Stating all these ma-
terials must be included in one or two pages.

In an executive summary, you declare with highest
clarity what you want to do using which specifications and

33
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Your writing account must indicate your strength for
entering the market. If it's not the case, as you will go for-
ward, its adverse effect will appear and when you make
different copies for the investor and the bank, this prob-
lem will become obvious.

Meanwhile, as you keep things short in this section, you
need to go on orderly and vigorously. When you prepare
different versions of your business plan, this section is a
part that always changes according to the audience.

The reader of a business plan may often
avoid checking the pages which come after
the executive summary and make the posi-
tive or negative decision based on this sec-
tion. Therefore, you must write a summary
of your business plan in these two or three
pages in a quite simple, clear, and organized
manner. You must also prepare it in differ-
ent versions depending on your target audi-
ence.

This makes you act more effectively because you are sure
that more than 50% of those who read this summary don’t
even take a look at the next pages and only half of the read-
ers check the details. In addition, people who read the rest
of the business plan are impressed by the executive sum-
mary and that's why they have decided to read the rest of it.
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A reasonable technique you can use to assess the extent of
achieving your goals is to ask various people to read it and tell
you their impression. Since they simply tell you what they
conclude from your writings and don’t have any idea, they
are suitable options to assess your craft. If their conclusion is
the same as the one you intended to convey, there will be no
problem. Otherwise, you need to correct your writing and
refer to other writing methods or standards. Try and find out
whether the reader has failed to comprehend the entire text
or only some parts of the text need to be corrected.

Taking a third person point of view and keeping a time
distance after the preparation, you need to check the sum-
mary, as well, and see whether you understand the con-
cepts you were trying to convey. The reader of this sum-
mary must realize what your business is.

You get to the details of a business in the next stage. At
this point, you should carefully explain what you intend to
do for your business. Provide an exact definition of what
you have as a plan to start and proceed your business.

It is crucial to add the details in this section. Don’t for-
get that this is the preliminary version and you will conse-
quently change it. Therefore, there is no need for editing
and selective writing. Jot down whatever you have in mind
and then correct it. Ensure you update the necessary infor-
mation as you deem fit. The first version you work on is al-
ways the version on working plan which is the most detailed
one and you write the other versions based on this plan. You
write in working plan whatever comes to your mind.

Objectives, vision, and mission are written after the ex-
ecutive summary is done.
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b) The Company’s Vision, Mission and Goals

Vision Statement

Define a vision for your business by taking the realities
into account, and write the vision in this section. Where
do you want your business to be in the next 5 to 10 years?

After you are done designing your preliminary story, try
constantly to take a realistic view and avoid writing down
your wishes, but rather see your business's future based on
realities, available capital, and the team you can build.

There is no place for wishing
in a business plan. The path
towards dreams is not a lift but
a ladder. Making wishes true is
hard but achievable.
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Mission Statement

The mission or the existential philosophy of your busi-
ness is the intention you had in mind when you decided
to start this business. In comparison to vision, mission is
more real; it is a task to be fulfilled that you consider for
your business and must be apparent during the entire path
and in your company's activities.

The company's mission is different from the finan-
cial and profitable goals you have considered. Every
business is ultimately looking for earning money, but
each business's mission may be different. For example,
consider Companies A and B, both operating in selling
a common product online. Both companies are looking
for raising their sales and gaining more market share.
However, Company A's mission is to promote the cul-
ture of online shopping in the country, and the Compa-
ny B’s mission is to provide access to various products in
remote and disadvantaged areas. So, as you see, mission
is a social role and persona you are to play in the society
and differs from personal, organizational, and financial
goals.

As long as a company exists, its mission is also present.
In addition, the distinction between mission and vision is
that the former exists in present time from the moment
a company starts to work, but vision is an image of future

which may or may not be realized.
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Goals

A business's goals are mostly financial. In this section,
write down any type of goal you intend to achieve by
launching your business. Define the goals realistically,
measurably, and achievably. Set a reasonable deadline for
accomplishing each goal. For example, you consider a se-
ries of goals for the first six months of the year and set
other certain goals for the first year. Hence, define all your
goals along with a suitable schedule.

The first and most important drawback in setting goals
is to consider only one objective. In this case, all your ef-
forts will be in vain if you don’t achieve the single goal
you have set. Therefore, don’t start any business simply
based on a single goal. Rather, always define a set of sec-
ondary goals that are required to achieve one or multiple
final goals.
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c) Industry Analysis

In this section, you need to do research and check:

@ What is the history of your targeted business?
@ What is the current status of your targeted industry?

@ What is the future status of the industry you intend

to enter?
Sometimes, you can find articles which have analyzed

the future of your targeted business. These articles exten-
sively help you in developing a view and attitude to the
business and its pertinent industry.

Studying and doing research help you decide whether
you actually want to continue the business in question. It
also allows you to know what methods you need to apply
to proceed if you actually want to do it.

When you start your business, you practically lose a huge
part of your focus and get completely preoccupied with what
you want to do and which direction you need to go. There-
fore, many pieces of information that currently seem obvi-
ous to you get out of your mind during the job, unless you
properly classified these pieces of information and kept a
summary of information and its analysis in an orderly fash-
ion when formulating your business plan and having time.

You may have gathered thousands of sources for a project,
but you only apply in your business plan the analysis of in-
formation and ideas that have occurred to you, so by refer-
ring to this plan, you always know what the market status is
and who and what your competitors and target market are.
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d) Market Analysis

Analyzing the market of a business that you intend to
start is another item to consider in your business plan. In-
vestigate the following items:

@ What is the size of your target market?

. What is the current status of this market? How has
it been in the past and how is it going to be in the
future?

@ Predict what is going to happen in the market.

. What services are provided in the market?

To craft this section, prepare a checklist of whatever
you need to know about the market and evaluate and as-
sess them constantly. Sometimes, you can also find the
market gaps in the checklist. You realize what has not
happened in your market, or if happened, what has not
been properly implemented. You can also find out about
an item that has entered the market when the technology
was not as advanced as it is or people were not ready to
use this item, but they are now ready and able to use it,
indeed.

There are several applications for market analysis. It is
often a source for you; that is, you refer to it anytime you
need to examine a part of your market.
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It is quite important to have information when you want
to decide the job you want to do. You need statistics to
know the market size. There are various information and
statistics in some countries, and you easily determine the
market size accordingly. The consumption rate is equal to
the sum of production and import. You can first check the
statistics given by the Customs in order to determine the
import rate.

Sometimes, the market size can be found based on
companies' financial statements. In developed countries,
financial statements are published. Providing this infor-
mation depends on the type of a business.

The larger a business, the more public its
usage and the easier its characterization. On
the contrary, the smaller a business, the
harder knowing the market size, unless you
think out of the box, act smartly and develop
creative methods.

To identify a market's features, you don’t have to find
the information about the same market. Check people
who provide services to that market; you may know the
market through them. You can also do this through syndi-
cates and unions. For example, suppose a business's union
has 10 thousand members. In that case, you will guess how
many people are active in that business as it has 10 thou-
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sand members in its union. The high number of competi-
tors in a business is not always bad. For example, one can't
withdraw one's wishes to open a restaurant simply because
there are too many people in the restaurants’ union. You
must consider the market needs and the proportion of
supply and demand.

Some websites sell the information on market sizes, but
you don’t need to buy information. A great deal of this in-
formation is available. For example, if you go to the US
Customs and the Canada Border Services Agency, all the
analyzed information is available. You just need to be able
to find the methods of identifying the market size.

To gain tangible results out of the research you do, re-
cord the analysis results of each stage in a table like Table
1. Using this table both in writing a business plan and craft-
ing other necessary items such as a marketing plan, you
have the key results at your disposal and can easily make
important decisions according to these results.

Table 1 is a sample of market analysis. You can prepare
such a table for your business according to your unique

circumstances.
Market | Market Market Market Future. Market
. . Influential
Size Status History Future Growth
Factors
1.5 Growing A Period of As- Techno- 4% Only
Million Growth cend- logical Export
Dollars Two Sequen- ing Advance-
tial Periods of Trend ment in
Regression Crypto
Currencies

Table 1. Market Analysis
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After analysis, you may cancel on starting a job, or
on the contrary, you may find such a position in that
business that you make others your partners. The oth-
ers' presence is due to two reasons: it is because of either
the capital or the setting resources they can offer you.
Consider these points as a part of your strategies to en-
ter a market.

T




e) Customer Analysis

Customer analysis, in other words, identifying the au-
dience/customer, their goals and characteristics, is one
of the most important items you need to consider in the
business plan.

Business is any activity in exchange for which mon-
ey is received, and the person who pays you the fee
is your customer; his/her money is the basis of your

business.

Analyzing the customer means:

‘ Who are going to be your target customers?

o Identify your customers' location, gender, average

age, and other important demographic variables.

The target market is determined either based on geo-
graphical location and or based on the type of buyers.
The buyers may not have any specific location and be dis-
persed in various places. For example, the owner of a su-
permarket thinks about the geographical area in his/her
surroundings while writing a business plan, but the baby
stroller manufacturer provides his/her product through-

out the country.
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make your target market's locatlon the bet-
ter results you achieve.

@ other important items, such as the target market's
cultural and behavioral features, must be determined
if you intend to have an international business.

@ These tips are not just for international cases. Even
in an extensive market such as the US's, the northern,
southern, eastern and western parts don’t have similar
marketing and their target markets are different.

@ After identifying the target market, you need to iden-
tify its needs and see what products your target mar-

ket requires.

@ Latent needs are a part of the target market's needs.
You are aware of some of the needs, and you identify
some other ones by studying your competitors.

The products and services
your competitors provide are
the clear need of your target
market.
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If you take a smart perspective, you will realize what
your customers need along the present demands. In
this analysis, you can research details and add question-
naires, field and online research to identify the consum-
ers' needs and resolve their other needs as you enter the
market.

Every business resolves a need
or improves the solutions for
meeting a need.

Just like your competitors, you enter the market to
meet the customers' needs. The jump point is to offer
new products and services by identifying the consumers'
potential needs or finding novel supply methods. Change
in product is not always necessary. A different supply
method often changes everything. For example, Uber
has not revolutionized the transportation system. Taxi
has already existed; they just changed the supply method,
applied technology and facilitated the passenger's way to
take a taxi.

If your business does not meet any need or does not
offer an optimal solution for a problem, you must start
to worry. This issue is one of the problems that make
you drop the case of starting a business. You do not nec-
essarily get to this conclusion at the end of the business
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plan. In Canada, someone spent tens of thousands of
dollars to research the poultry and egg industry just to
establish a poultry factory farm. He eventually realized
that the area was saturated, so he dropped the case of
starting the business and prevented his million-dollar
loss.

Basically, a need is not generated but it is most of the
time latent. New needs emerge when a new product en-
ters the market. This need has already existed but no one
had paid any attention to meeting it. A smart view is to see
what happens in the field of technology so your business
can be synced with it or get ahead of it.

Check how consistent your plan is with the target mar-
ket.

Write down in a table like Table 2 the results obtained
from researching customer. These results help you in cas-
es such as marketing methods, product packing, distribu-
tion, etc. So, you can do the most proper job which brings
you customer satisfaction.

Female English
87% 25-40 College Canada Frfnch Middle
Male 138%

Table 2. Customer Analysis.
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f) Competitor Analysis

Write down the result of research conducted on your
competitors in this section. Before starting your business,
you need to know three following items about your com-
petitors:

o Identifying the competitors
o Identifying their share in the market

o Identifying the competitors' activity and perfor-
mance

Identifying the competitors is sometimes quite sim-
ple and sometimes extremely complicated. Complicated
means that if you are a rookie in what you do and don’t
know much about it, there might be many competitors
you don’t know.

Make a list and write your competitors' names. Then
check the following items:

@ What is the place of your competitors in the market?
@ What market share do they have?
@ What products and services do they offer?

@ What kind of advertisement do they use?
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Having this information, you can somehow analyze
your competitors. Competitor analysis is helpful in creat-
ing a workable business plan and marketing plan (the plan
you prepare later). It can also stop you from starting the
business in the first place. For example, the competitors'
size may change your mind.

After gathering information on your competitors, iden-
tify the assets you are bringing to the market. Sometimes,
a market such as a restaurant business is so huge that you
can also enter it; however, you need to search for your keys
to success and identify your comparative advantage.

The competitor analysis helps you in crafting the road-
map and making the decisions.

You need to be either quite dif-
ferent from your competitors
or exactly like them, but add
innovative methods to your

work.
99

As you can see, the hypothetical information obtained
from competitor analysis is recorded in Table 3. You
should make a table similar to this one about your com-
petitors and keep updating its information based on your
competitors' changes in their businesses.
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Market . Comparative
Competitors Services Advertisement P
Share Advantage

10% - Sales - TV Commercial - History
- Installation - Billboard - Access to Interna-
- Guaranty - Online tional Markets

- Suitable Location
7% - Repair - Online - Professional
Services - Ambient Workforce
- Installation - History

Table 8. Competitor Analysis
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g) Identifying Internal Weaknesses and
Strengths, External Threats and Opportunities
(SWOT)

According to weaknesses, strengths, opportunities and
threats, you can reanalyze yourself and your business set-
ting at this level. This section exactly talks about you:

@ 1o the first part, see what capabilities and strengths
you have in comparison to your competitors. Evalu-
ate your strengths for entering the market and write
them down in this part.

If you don’t have any comparative advantage or
strength, identify your competitors' methods and
select better ones in this regard. Sometimes, the
market prefers a special method and it will be bet-
ter if you present yourself using the same method.

@ 1 the second part of this analysis, you need to make a
list of your current weaknesses.

@ The third part is to see what opportunities are of-
fered in the market through which you can use your
strengths and cover your weaknesses.

@ The last part is the market threats. What are the present
issues in the industry you want to get into? One of these
threats is that a new technology enters the market. This
new technology affects your work on so many levels
or you presently purchase some pieces of machinery
which become obsolete in the next five years due to
this technology and you will have to buy new ones.
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According to the market opportunities, see what solu-
tions you have to get rid of your weaknesses. When you
identify your weaknesses and threats, try and find a way
to resolve them. You need to turn the threats into oppor-
tunities, and in this section, you find out how to do it ac-
cording to various analyses.

One of the points I always mention is that you need to
look at your facts in the mirror because if you don’t see
your facts and weaknesses, these issues get you in big trou-
ble in more than 90% of the time. Some of these troubles
may even make you close down your business. Instead of
landing in hot water later on, think about it while craft-
ing the business plan. You know your weaknesses, and the
market threats have also been obtained from research, in-
vestigation, and analysis. Now is the time to find the solu-
tion to tackle these weaknesses and threats and solve the
problems.

Assess the general economic status of a country and
whatever is pertinent to the economy of where your busi-
ness is located. Check the currency's status. Are economic
factors an opportunity or a threat for you?

Other important items in your research for crafting a
business plan include the laws of where your business is
located and the issue of technology in your targeted busi-
ness. You can use assessment forms to evaluate and score
each item. This will give you ideas of what will work and
what will not. For example, the current industry status is

scored as 90 points out of 100, or the economic status is
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scored as 50 points out of 100. The sum of scores you con-
sider in your assessments shows the final status of your
evaluation and turns into a criterion for the following de-
cisions.

Figure 1 shows a SWOT matrix. As shown here, strengths
and weaknesses are internal factors of your business, but
opportunities and threats are ambient factors on which
you usually don’t have any control, and you cannot change
them. You need to make the best of ambient opportunities
as much as possible and overcome the threats using your
strengths. In addition to providing you with full and co-
herent knowledge, writing the strengths, weaknesses, op-
portunities, and threats can be a basis for formulating your

strategies.

Strengths Weaknesses Internal Factors

Opportunities  Threats

Figure 1. SWOT Matrix
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h) Production Plan (Products and Services)

In this section, write in full detail any products or ser-
vices you will present. You need to know what type of
product you want to offer. For example, your product is
a bicycle if you have a bicycle shop. Your services may be
after-sales. Write these items for yourself in form of titles
and think of anything related to this process. This will give
ideas of what you do and how you do it to anybody who
will transact with you.

Research the products with the highest rate of con-
sumption in the market, while such a thing can’t necessar-
ily guarantee a good business.

54 Smart Business Plan




1) Management and Organizational Plan

This section is about the management and people who
are going to manage the business.

@ Provide a schematic view of these people's status.

@ 1n this part of your business plan, write the charac-
teristics of all the people who are supposed to run the
business. Make this part comprehensive.

@ provide the personal information, education, capa-
bilities, and work experience of these individuals in
full details.

@ Vrite their strengths and why each one of them is a
suitable option in your opinion.

This section has numerous applications:

o Writing the individuals' characteristics helps you un-
derstand better whether you can use these people in
other parts of your business or not.

o Employ the individuals in different positions accord-
ing to these writings and information.

@ while crafting this section, you will uncover many
of your lost links here and find individuals with per-
tinent capabilities for various parts of your work. Of
course, your business may include one single person
and be managed only by that person.
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@ 1n this section, write down every point you know
about the managers and the work team.

@ The other application of this section is for peo-
ple who are given the different versions of your
business plan to examine. This section is of spe-
cial importance in the version you prepare for
the bank and the investor. It determines wheth-
er these people can properly manage and use
the capital provided for the project by the in-
vestor.

If banks and investors have specific formats
of their own, make sure you write these char-
acteristics according to their formats. I strong-
ly emphasize this matter because many people
who fail to absorb capital for their business
plan have made this simple mistake and failed
to follow the rules of the formats accepted by
companies, banks, and investors in question.
In many cases, the plan is read by a software
tool. The software tool classifies and analyzes
the plan and presents it to the decision-makers.
In this case, not following a certain structure
results in losing many opportunities. Accord-
ing to the audience usage and their preferred
business plan format, edit the resumes of those
that are supposed to be a part of the manage-
ment team.
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@ The other effect of this section is apparent when you
intend to find a work partner. This section is one of
the first parts your potential partner evaluates. He/she
takes a look at the resume of the rest of the team, and
this item is one of the reasons for him/her to decide
whether to become your partner. Craft this section
with utmost preciseness and accuracy.

Don’t prioritize individuals' academic achievements.
Before listing these items, try and list the strengths of peo-
ple who work with you.

Someone who has learned the job experimentally may
be more knowledgeable than someone who has the degree
for the job in question. Therefore, academic achievement
is not a good comparative criterion. Focus on individuals'
working capabilities instead of their academic degree.
Experience is knowledge. Theoretical knowledge is fine,
but experience is of greater importance.

You need to prove that people you have considered for
the business management can administer your plan.

In this stage, you need to create a table to have more
coherence and write down the characteristics and infor-
mation of all the people who will work in your business,
take a responsibility or hold a particular position.

The following table is shown as a hypothetical example
which you can use to get inspired and create your unique
version according to the features of your business so you
can have a clear and specified status for your company in
terms of human resources and their capabilities both for
yourself and for those who read your business plan.
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Work Academic

Position Strengths Experience Degree
- High Work Accuracy
e g Bachelor of
P - Familiarity with New
A roduct 10 years Business Ad-

Manager  Methods ministration

- Creative " .
C Designer 9 years BA in Graphic

- Willing to Learn Design

Table 4. Human Resources Characterization
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Securing Human Resources

The next part you need to think about is team build-
ing. Team building is essential as it will be the core of
your business success. If a business owner fails to create
a unique business team that is ready to take the business
to a greater height, then the business is bound to fail.
The members of this team are going to move the job
forward together. The members of this team can include
employees, partners, or managers and experts. Prepare a
list of people you need on the path to start your business.
This list consists of people who are going to be influen-
tial in your business. Think of how you can secure these
human resources. You must work and be on the same
page with everyone on your team so that your business
can succeed.

This topic is in fact a subset of management. Under this
topic, you discuss various departments you intend to run
for your company in following years. It doesn’t matter
whether you have had these departments from the begin-
ning or not. In your 3, 5, or 10-year plan, you can consider
what departments you will need. In the business plan you
write, you may have in one single department all the de-
partments a large company has.

Realistically determine the departments you need
and can establish during your targeted period. You may
consider various sections such as marketing and busi-
ness, development, public relations, and other sectors
in a general department of communication or market-
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ing, and this general section can cover all the aforemen-
tioned items.

You describe all these items in the part related to the
human resources, as well, and determine what people
you need to recruit for each sector. Make a list of people's
characteristics because you still don’t exactly know who
you should invite to join you in the business. You only
know you need these titles. If you have someone special in
mind, write down his/her name along with the respective
department.

In this section, you define people who will administer
and manage things; first, you mention people you have
considered, and secondly, you add people you don’t
know but you need. After that, you write in the depart-
ments you have defined who must be positioned where
and what titles you will need. If the individuals were
specified, you put their name in this section along with
their resumes, and if it’s not the case, you only put the
titles you need.

Next, you determine another title and explain in there
how you are going to recruit these people. For example,
suppose you intend to launch a print office. In that case,
you will need technical workers to operate, maintain and
service your machines. The work might be so extensive
that you'd have to station some people there. If individ-
uals are stationed, you will make your work harder and
more complicated; that is, you should write where you are
going to secure these workforces, and that is when secur-
ing human resources becomes a part of your plan. There
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might be special websites or marketing agencies. You need
to check whether these general agencies can do your job
or search for recruits in a union or a magazine that oper-
ates in your target niche. Under this topic and as part of
your strategies, mention any source that can secure your
human resources.
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Now you have been prepared for crafting the market-
ing plan because you have gathered a great deal of re-
quired information. This section explains the marketing
strategies you will implement. It also analyzes everything
pertinent to sales and marketing for your business prod-
uct.

Your business marketing plan can be written extensive-
ly, or you can write its generalities and state its details in a
separate document called marketing plan. This selection
depends on your policies, but since a working plan must
entail everything, I would rather include everything in the
marketing plan that will be updated later because the busi-
ness plan is your business's guidebook.

In this stage, start to write the marketing plan according
to the type of product, the competitors' behavior, and the
exact needs of the target market. Accurate answers to the
following questions will help you in writing this plan.

® How do you intend to present your product to the
market?

® Do you want to distribute it by yourself, or do you
want to work with distributors?

. Do you want to be a wholesaler or a retailer?

. Are you an importer or a producer?
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® A you going to sell your products to companies, or
to individuals and final consumers?

® po you need to have face-to-face marketing or make
online or tele-sales?

® Do you want to apply certain tools such as affiliate
marketing, or do you want to have direct sales?

® Low do you intend to introduce your product to the
target market?

® How do you intend to compete with the competitors
in marketing and sales?

Define the marketing and sales strategies of your prod-
uct. Determine which marketing method you need to ap-
ply to promote your sales; for example, you define various
methods for store sales, online sales, and sales through
marketers.

After defining the general strategy, you need to get into
details. Write down everything that comes to your mind
so you can say in full detail what you want to do. For ex-
ample, if you have previously discussed about direct sales
in the store, you need to describe the marketing and sales
methods in this section. Everything must be clearly stated
at this point.

Advertisement is a part of marketing tools. Determine
what advertising methods you need to apply to assist your
various sales methods. Write these methods in details.
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Your product's pricing method is the other important
part of the marketing plan section of your business plan.
Determine and write your products' pricing strategy and its
basis according to the competitors' status and the market
analyses. You don’t have to necessarily announce the prices.
For example, you can write that your pricing strategy is the
prime cost of the products plus a profit margin of 25%.

When you send the business plan for banks
and investors, you don’t need to describe the
pricing method in detail. However, when
you want to recruit a management team,
bring up this section in your business plan.
The production and services section in your
working plan may be in several pages or only
concluded in two pages. This section is com-
pleted depending on the type and size of a
business.

I emphasize again that there might be no need to discuss
all the details and a summary of this section may suffice de-
pending on the business plan's audience. For example, banks
don’t care much for details. Still, if you intend to hire some-
one for your marketing sector, you need all these items in
full details because a person in charge of marketing needs to
know his/her place in this sector and to see whether he/she
can do the job the same way you want him/her to do it or not.
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The editing process you perform on the mar-
keting and sales section starts from the stage
after the sales strategy. This means that you
have already written the marketing and sales
strategy, then you start to edit the part to see if
itshould be added orremoved, and ifincluded,
whether it should be concise or detailed.

Today, the section on e-business strategy is unavoid-
able. All people who used to lack this section in their busi-
ness plan need to modify their plan and add this part. The
strategies you want to implement in the present online
world are discussed in this section.

You have the topic of online business strategy as a subset
of the marketing plan, or in some cases, as the main title in
the business plan. If an important part of your business is
going to be online, take this strategy as the main title.

The topic of e-business strategy includes two parts:
presence and marketing. You may not own an online busi-
ness but have an e-business strategy. That is, you need to
know how you want to define and guarantee your online
presence. For example,

@ Are you going to have a website or a social media ac-
count?

O Are you going to have an application?

O 2 you going to have online sales, as well?
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@ Are you going to be present on all social media plat-
forms or only on some of them?

@ Which ones are your choices?

@ Which ones do you want to be more focused on?

In the topic of e-business strategy, you describe all
the details about which social media platform you are
going to be present on, whether your website is going to
have a sales section, if that's not the case, what options
this website is going to have and what uses it has for you,
whether your web design is going to be similar to a sim-
ple catalog or it is going to be linked to your social me-
dia accounts, and every other item of such that occurs
to you.

To find answer to these items and explain them, you
need to research, assess your circumstances, find similar
businesses that can help you in planning, and follow their
example.

The other important point you need to mention in your
business's marketing plan is how you intend to turn your
business into a brand. Determine what marketing plans
you have to develop your business. Always remember
that developing your business is related to marketing, and
these two are interconnected. Marketing is the main tool
to develop the business plan.

606 Smart Business Plan




k) Details of an Operational Plan

In the next section, you get into implementing an oper-
ational plan which includes the schedule of getting the job
done and how to implement the business plan.

In your operational plan, define size
and period you will start your business.
For example, you have considered six

business. You have also determined an-

o months to start the initial stage of your
[ ]
. .
° other six months to enter the market.
[ ]
[ ]

Check if your fiscal year calendar is in
accordance with the common one in your
country, or if you intend to have a differ-
ent fiscal year for any reason you want.

Sometimes, the business plan is for-
mulated for a three-year period, and
sometimes, it is formulated for a five-
year period. The financial plan is also
defined in the same three and five-year
periods. Some other times, an opera-
tional plan is considered in short-term
(one-year) periods. This helps you place
focus on the time you have to achieve a
certain goal in your business plan.
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Determine the method of producing
your products and services.

> How do you prepare the products
you want to offer?

Who are our suppliers?

Is it you or distributors who supply
the raw materials?

How do you coordinate the custom-
er support?

What are the duties of every single
employee?

YV V VYV VV

What types of machinery and de-
vices do you need?

> Where and how do you get them?

When is the equipment going to be
installed?

How is the quality control?

VV VW

How can you achieve customer sat-
isfaction and how can you know
about the degree of this satisfaction?

Answering all these items is part of
your operational plan.

©
6
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People who play a role in the process

of production and supply, from sup-
plying the raw materials to delivering it
to the customer, are called key players.
Define the role of key players and de-
termine each one's characteristic in your
operational plan.

Make for yourself a list of required
qualifications from your required sup-
pliers. Then, research and find the suit-
able suppliers based on what you have
already defined, and eventually, deter-
mine which supplier you will to choose
to prepare your required materials. For
example, you determine where your
restaurant's meat is going to be supplied.
You write exactly from whom you want
to supply your raw materials and who
are the people that will provide you with
services. This is the concept of an oper-
ational plan.

©
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Define a schedule and write the exact
time of all the tasks mentioned in the op-
erational plan. Some tasks are related to
the process of starting the business, and
some others are carried out afterward.

Determine the precise timing and
method of conducting all the items.
For example, you purchase the kitchen
appliances from Company X and they
will deliver it to you next week and in-
stall them in the kitchen. Then, Compa-
ny A installs the kitchen hood. Another
company installs the refrigerators on a
given day. You determine the opening
day. For example, the meats must have
been delivered up to two days before the
opening day. Company B must deliver
these meats. You need to contact Mr. T.
in order to ensure the meats will be de-
livered on time. And you determine all

©

the items according to the schedule in
the same way.

Define the operational plan as a flexible one.
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For example, if you have deter-
mined in the operational plan that
the meats must arrive at 10 a.m. two
days before the opening day, brace up
for the case where the meats are not
delivered on time. This means you
must have a viable contingency plan.
You must be flexible and know where
to start following the task to find the
problem. You need to know how you
want to solve the issue and have a
backup plan for it. For example, you
may have done all your planning from
six months ago, but the refrigerator
manufacturer company goes bankrupt
and out of business two weeks before
delivering the product. If you have al-
ready prepared yourself for such sce-
nario and come up with a backup plan,
you can handle the job no matter what
happens.

Don’t be dependent on one single supplier
and consider multiple suppliers for yourself.
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1) Risk Management

Business's risks are important factors you must careful-
ly consider in the business plan. These risks are of greater
importance in large businesses.

You have gathered a great deal of
information in the market research

and analysis section. Out of the gath-
ered information, write under this ti-
tle whatever comes to your mind as a
risk. After making a list of risks, ana-
lyze and see if happened, what conse-
quences and results each of them can
bring upon you.

( Noice |

Have a list of variable factors and possible
problems. Consider these issues in the risk
section of the plan or under the part about
unpredicted factors.
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Write the possible obstacles in your
business and make the necessary pre-
dictions. Add a topic under the title “ob-
stacles” to your business plan and to the

subset of the risk section or bring them
in an independent part. Many of these
obstacles may be simply predictions and
won't happen in the real world; but have
a list of them, so if you encounter them,
you will have plans to overcome these
obstacles according to your predictions.
This gets you to think so you create solu-
tions for problems that are yet to occur.
Sometimes in practice, your mind stops
and you don’t know how to solve a prob-
lem, but when you refer to your business
plan, you realize that you have already
prepared some thoughts for this section.
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In businesses where the final product is sold in
a guaranteed manner to a customer such as the
government, the risk of doing the job is higher
due to working with the governmental system.

For instance, in a power plant, the gov-
ernment purchases your generated elec-
tricity for the next ten (10) years. Contrary
to popular belief, this type of business is
quite risky because it is dependent on a
certain customer. If this customer goes
after purchasing its needs from some-
where else, you will be crushed.

If you have guaranteed customers or
you lack control over your customers,
define your flexibility and risk in the
business plan much more precisely. Pre-
pare yourself for a long list of possible
obstacles. As governments come and go,
policies change, or economy improves
or deteriorates for any kind of reason,
and the government in control may
have to change its mind.
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Financial issues are the most important part of the
business plan and they are written at the end of this
plan. Everything written in a business plan is of impor-
tance but financial issues which must be written quite
accurately, reasonably, and systematically are of greater
importance.

Financial order and sense are the business plan's linch-
pin, and if you haven’t thought of this section, you are un-
able to proceed.

Investors assess the business's potential based on ac-
tual evaluations and statistics. Costs and incomes are the
main issues for them. Therefore, you can't write the ex-
penses and incomes carelessly. You must think about how
your business's funding and return on capital are going
to be.

In order of precedence, the most important financial

factors in a business are as follows:

o Determining capital
. Expenses

. Incomes
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Therefore, think of the following items and write their

ANSWETS:

@ How much money and capital do you have?

® How much capital do you need to start your targeted
business?

o Through which methods are you going to secure the
capital?

@ 2re you going to secure the entire or a part of the cap-
ital by yourself?

(B you are going to be the investor, how are you going
to secure the capital? Are you going to use savings ac-
counts or borrow money or prepare it by selling prop-
erties? Or do you have other methods to secure it? For
example, you define that you have 50% of the capital,
and you intend to take out a loan to secure 307 of it,
and the rest will be prepared by other sources.

In the business plan and the subset of financial issues,
consider a part titled financing, and determine your busi-
ness's securing methods and amount of required capital.

@ How much s your business's liquidity?
. How much is your business's annual cost?
@ How muchiis your business's operating income?

. How much is your income and profit?

76 Smart Business Plan




@ What resources can you use to earn extra and non-op-
erating income? For example, make use of the space at
your disposal for advertisement and higher income.
Extra income can be a title in the financial section of
your business plan.

@ How is the schedule of expenses and incomes? It's
better to define this item in shorter and more precise
periods of time. If you are unable to define a monthly
plan, determine the financial plan for one, two, three,
and up to five-year periods so you can have a scheme
of your business's future.

At least for the first year, estimate your busi-
ness's status and forecast how you can work with
the available capital based on the business story
you have written for yourself, and predict where
you will end up at the end of the first year.

The business plan structure is based on the topics men-
tioned above. At the end, all business plans practically have
certain titles and topics. It's just that one of them may have
discussed a topic in more detail and done more extensive
research.

The extent and analyses are different in business plans.
The more internal and external influential factors your
business has, the more detailed business plan you have.
One of the reasons to write a business story at the begin-
ning is to know what issues you are involved with. You
write the business plan to have a crystal-clear view of your
roadmap and be aware of your needs.
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n) Exit Strategy

This section exclusively belongs to the smart business
plan and not every business plan may contain it.

Determine your business's exit strategy. This issue is in-
teresting and defining for the business plan's audience to
see how futuristic you are.

® vour policy can be first, launching and then selling
the business. In this case, you must check how you in-
tend to sell your business.

® vou may want to merge your business with other
businesses and with your competitors.

® vou may hand over your business to others to contin-
ue the job after your retirement.

Of course, not every business should be sold. There-
fore, consider in your exit strategy both merging which
results in a business's development and handing over to
others to continue the business in question. This strategy
creates a high added value for the business. It also helps
you create a plan that you can use to excuse yourself from
the business.
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o) Strategy Plan

Strategy plan is a part and parcel of a business plan, but it
can also be written as an independent plan. You may write
a strategy plan for your business apart from the business
plan, but such plan also comes out in the business plan. We
include this section in the business plan in the structure
from which we look at the business plan. You can’t lack a
proper business plan and formulate a strategy plan.

In the strategy plan, you discuss various part of the
business plan according to the strategic roadmap you have
already prepared.

The strategy plan for an ongoing business is
more realistic than a business plan that is not
initiated yet because the former is based on
actual facts of a business and not on guess-
work and research.
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p) Business Plan Appendix

The final part of some business plans is the appendix.
This is where more details on some topics are fully dis-
cussed. For example, you mention in the management
and organizational section that the management team's
resumes are given in Appendix 1, or you put further details
of the operational plan in appendix to avoid making the
main text too long and to help the audience have access to
more information.

If you write other versions besides the main business
plan, the appendix section can be very helpful. For exam-
ple, take out a big part of information in the main version
to make a suitable one for the bank. In fact, present the
summary version containing prominent points and facts,
and leave the rest of the contents and details in the appen-

dix. *
‘
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q) Cover and Content of a Business Plan

The business plan has full planning and a cover page.
The cover page is put on the business plan and contains
the company's name and logo. The preparation date and
titles are also included on the cover page. Along with the
dates and titles, a business plan's cover page must be con-
stantly updated. Write on the cover page the name and in-
formation of the business plan's writer. The cover page is
put first, then the list of content, the business story. Even-

tually, the entire working plan is given, respectively.
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Chapter 4

Some Highlights
on Preparing a

Business Plan




Define for yourself your objective
of writing the business plan. First, de-
termine your path, and then, map your
business's future.
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Write the business plan according to
your self-knowledge; in your business
story, you have considered your person-

al characteristics, capital, the amount of
your information about the business,
and the reason to write a business plan.
The business plan will be close to reality
if you consider your facts.

Before crafting the business plan, pre-
pare two full lists of your strengths and
weaknesses. The crueler you write about
yourself, the more useful it gets.

While writing the business plan, you
often refer to the business story, the
analysis, and the lists of strengths and
weaknesses. Don’t underestimate your
strengths and weaknesses, and utilize
the analysis of your peculiar capabili-
ties.

©
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First, write down the general struc-
ture of your business plan. Then, start to
add the supplementary materials.
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Do research as much as you can. Don’t
do anything simply based on your own
mental and intellectual assets. Some-

times, one extremely believes in what
he/she does, and too much belief in your
knowledge and claim makes you avoid re-
searching a topic of interest. If you don’t
do research, the chances are that in 99%
of the cases, many parts of your business
plan stay unattended. Even if you are an
expert in what you do, when you proceed
without doing research, you're under the
impression that you know everything,
and you most likely forget an important
subject. Doing research is a vital part of
your work so you can be confident that
you have considered everything.

There are various research tools: tra-
ditional method is to ask people or read
books and magazines. The other method is
to attend events pertinent to your business
and asking the participants for their com-
ments. Searching is another research meth-
od. Without Google, it is impossible to enter
the world of research. You can google your
questions in any language and find your an-
swer. This answer will then aid you in mak-
ing the right decision for your business.
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Document the information you

gather. Documentation is one of the ma-
jor principles in your work and research.
While writing the plan, you assume
you'd remember the titles, but you will
forget them after a while. As you move
forward a little bit in your business, you
need your materials, but you don’t have
them in your mind anymore. However,
if you have documented everything, you
find your material quickly.

> Save and record the research's re-
sults.

> If you have found an important
source, save and record its informa-
tion.

> Classify the documents and make
multiple files to find them easier.

> Organize the files' names and classi-

©

fication based on topic.
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Spend time on analyzing the infor-
mation. Analysis is impossible without
research. These two parts must happen
together.
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Write clearly. Don’t just mention

the general outline of the topics. Gen-
eralization has no place in the business
plan. A business plan is long because
all the details must be added so anyone
who checks it can clearly understand
the corresponding business's plan in
each aspect. You can't attach yourself to
your business plan and accompany it ev-
erywhere to explain the meaning of its
words and sentences and why they have
been stated. If you had to explain some-
thing, it means something is wrong and
that section needs to be revised.

While crafting the business plan,
write it in standard language so the au-
dience can understand it easily. There is
no need to use sophisticated words, sci-
entific terms and the language applied
in research and scientific articles.

9
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Make your business plan illustrated
and apply professional design, tables, and
charts to make it more understandable.

Sometimes, you can show in a single table
what you needed to write in multiple pages.
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Make your business attractive to
absorb investors. When you realize
that the business plan is practical for
you, the method of absorbing work-
force, investor, partner and your own
management method become rele-
vant.

©
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Before getting into the details of

your business plan, make an index
for the company and determine who
the members of company and manag-
ers are and what assets they have. How
much money and what kind of resume
do the managers have? From what
companies do they come? What is their
contact information? Where is the loca-
tion you have in mind for the business?
Write down all these items so you can
apply them in the business plan more

seriously.
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Make various versions of the busi-
ness plan using different writing meth-
ods in accordance to the audience. Be
prepared to present it based on your au-
dience's need. For example, your busi-
ness plan presentation shouldn’t be the
same for IT experts and for bankers. A
successful presentation contains what
the audience is interested to hear. You
should use their own jargons and exam-
ples, so they realize you are in harmony
with the business's setting.
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Write a flexible business plan. One
of the reasons for flexibility, which is a
business rule, is that it allows you to turn
threats into opportunities.

The plan route must be sufficient-
ly clear and you need to abide by your
roadmap. This is because you cannot af-
ford to gamble with your business. How-
ever, it doesn’t mean that your plan is
absolutely unchangeable. A plan which
can't be altered is affected by trivial is-
sues.

Some Highlights
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Avoid divagation in your writing and
classify the contents in the business
plan. When dedicating a chapter to a
certain topic, write down all the items
pertinent to that topic under the same
title so you can easily have access to all
the contents of that topic.

©
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Observe timing in writing your business
plan. Define a certain time and try and
write your business plan during that time.
Getting to the final version may take long
and you may even fall behind the sched-
ule, but specify for yourself the task of, say,
spending two hours a day or week on it.

When you draw away from an ongoing
job, you need to constantly remind your-
self of the plan you had in mind and at
which stage of the work you were. It makes
you turn away from focusing on your fu-
ture path. This means consistency is need-
ed in your business plan. If you gather
some information and intend to complete
it later on, the information will get old and
you will also forget a part of it. Therefore,
try and get to a reasonable stage of the plan
during a certain period of time.
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Use all the titles in your business

plan as much as possible. Write in the
first two-three paragraphs of each sec-
tion (especially the detailed ones) in
the business plan a summary of all the
points you bring up in that section. For
example, in the chapter related to your
business's products and services, first
write the related list and define the gen-
eralities of what you want to present in
the market. Then, explain the details.
This will give the readers ideas of what
each section is about.

©
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Let others comment on your busi-
ness plan. Don’t put the whole trust only

on yourself — seek opinion and views of
others. Even if an experienced expert
writes the plan, you still need to discuss
your business plan with others. Be hope-
ful that others, whether experts or those
with limited knowledge, would spend
time reading it and commenting on it.

©

Anyone may mention a point about a
part of your business plan which would
make you change your path or fix some

o




of the unwanted bugs and drawbacks in

your work. It doesn’t help that no one
knows what you are doing. Discussing
the business plan with others leads to
many debates, and out of these debates,
various answers will emerge. Something
is wrong when you don’t discuss and ev-
eryone agrees with what you intend to
do. These arguments challenge you and

activate your stream of thoughts.

Oecocccccccnss®

Define some criteria and methods to
evaluate your course of action. You need
to evaluate yourself constantly and con-
sider yourself a score in the course of writ-
ing and implementing the business plan.
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Chapter 5

Business Plan:
Evaluation,
Revision, and

Update




a) Evaluating a Business Plan

The way you evaluate and analyze your performance

based on the business plan is the guide for making your
way along and proceed, and such evaluation/analysis must
be a part of your job so you can identify the mistakes and
avoid repeating them.

Evaluate according to the time period you define (such
as monthly or weekly) and based on small and secondary
objectives you have set. The evaluation is conducted from
the following aspects:

@ 1o what extent did you stick to the plan?
@ Whatis your score in implementing the plan? That is,

what percentage of progress have you achieved, and
what score do you give yourself in this progress?

@ 1o what extent have you accomplished your goals?

Along the way of your business, from every failure,
learn how to win in the future and change your course of
action if needed.
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men whose words you follow have repeatedly
failed on their way to realizing their ideas.

While evaluating your business, examine the following items
if you realized you were far away from achieving your goals:

@ Was something wrong with the business plan or the way
the plan was implemented? If the implementation has
been problematic, adjust yourself with the setting or fix
the methods based on that famous flexibility rule. The
business plan may be outdated or may have ignored
many issues from the beginning for any reason.

@ There are some reasons you get to this stage: one rea-
son is the changes that happen in the industry, in the
technology, or in the macro policies. Or, it may hap-
pen due to your competitors' performance. You can't
predict your competitors' performance. Therefore,
you must strive for excellence at all time so that you
won't be outdone by your competitor. Any of your
competitors may suddenly make a move and aston-
ish others or introduce a product which significantly
challenges other competitors. When iPhone entered
the market, the company would never have thought
that Samsung can become its competitor by the same
features and perhaps even more options.
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The competition in the market is one of the
determining factors of making grave changes
in your course of action.
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b) Test a Business Plan

If possible, have a test run of your business plan ex-
perimentally on a small scale, and measure the extent to
which your goals have been realized. It makes you be-
come confident of your writing's accuracy.

Have long-term plan, but consider a short
time for your runs and tests.

While it is not practical for every business to have a run
test or do it, it will be useful to perform run test if it's pos-
sible. You may get lucky and see somewhere an equivalent
of your business's operational model. When analyses and
evaluation methods are right, you will definitely get your
execution right and your business will be a successful one.
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c) Updating a Business Plan

Changing a business plan is a 'must. There is no busi-
ness plan which doesn’t require updating and adjustment.
There are several reasons for updating:

@ The three or five-year period you have defined for
that plan is over, and you intend to define a new fi-
nancial period.

@ You need to add money and make some changes.

@ There have been some changes in your targeted mar-
ket and industry. When that happens, you need to up-
date the corresponding sections of the business plan.
For example, the market's taste might have changed
about what you do, or new technologies might have
emerged in the market. New events in technolo-
gy heavily affect your job and require you to make
changes in the business plan.

@ Your management system or the members of the
main team might have been changed. When an ex-
ecutive team of a business changes, you often need to
change the objectives.

® 1he plan in practice might turn out to be far from
your expectations and you may decide to make grave
changes in your business plan by taking new perspec-
tives or with the help of experts and, and facilitate and
improve the job moving forward.
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d) Revising a Business Plan

The business plan 1s not a permanent document. When you
work, you refer to this plan and revise it based on your business's
circumstances.

Presently, the advancement in technology makes many
businesses obsolete. Many businesses have to adjust them-
selves to modern technology and revise their business
plan on the way of such accommodation.

The requirement for change is to spend a great deal of
time researching and analyzing suitable alternatives to
make changes and improve your business's performance.
In this case, your business won't face any damage because
you are strongly backed by analyses.

It is not right to make changes in the business structure
without making changes in the business plan. Don’t apply
any changes unless you have already updated your busi-
ness plan.
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