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Introduction

Introduction

There are lots of books and guides out there on how to start a
business and some of them are really great. So why choose this one?

e It’s simple and short

We're giving you the essentials. That’s why we can pack it all in to
less than fifty pages. It's what anyone starting a business needs to
know.

e |t’s practical

These real basics have been distilled from over a decade of
experience: researching business start-ups, actually starting several
businesses and helping all kinds of other folk do the same.

Throughout the booklet you'll find practical activities that will give
you the essential building blocks for your business.

e Isit for me?

If you want to earn a living on your own account, for example by
going in to self-employment or starting up as a sole trader, then this
booklet will be great.

If you need financial investors for your new business and need to
employ other people from the outset then you’ll definitely need
quite a lot more — although you should still find this booklet a good
starting place.

What you have to offer

Do you have a clear idea of the product or service you want to sell? If
not, take a look at our companion booklet Is Business For Me? It
looks at ways of generating business ideas, considers what it’s really
like to run your own business and introduces you to some of the
issues we cover in this booklet. So, we’ll assume here that you have
an idea of what you want to offer in your business. To keep it brief
we’ll refer to this as your ‘product’ but it could just as easily be some
kind of service or a mix of the two.

The basic question — “Could | run my own business?”

To keep the answer as simple as we’ve promised, we’ve boiled this
down to two questions for you.
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e Do | have a product that other people want to buy?

¢ Can | make enough money out of selling it?

If you don’t know the answer at the moment, you will by the time
you’ve worked though this booklet! No one should TELL you whether
or not to start a business. Our aim is to guide you so you have the
information and confidence to make that decision for yourself.

Test it out

One certain way to answer those two questions is to try it and test it.
Many people start a business from a hobby, side line or something
they do at weekends or in the evenings. Modern technology means
more and more of us can earn income from part-time and home-
based work. There is no better way of checking out a business idea
than getting your first few customers. It gives you a bit of extra cash
to play with, provides you with first-hand experience of what your
customers want and expect and gives you a valuable track record
that can help you win new customers.

Navigating this booklet

Starting a business is a process, not an event. Work through the
booklet bit by bit as you go along. You can follow it section by section
but you don’t have to. In the text you’ll find ..

KEY POINTS
These are the essential points from each section.

JIGSAW PIECES
Worksheets for you to complete. Fit them all together to give a clear
picture of your business.

HELP
Where to go for information and assistance.

BUDDY
Talk through the issue with a trusted business friend.
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Some kick-off tips ..

You cannot start a business just by reading a booklet, so:

e Do the work to fill in each of the Jigsaw Piece worksheets you’ll
find throughout the booklet

Word or Excel versions of these worksheets are available so you can
fill them in on your computer if you prefer. You can download them
for free from our website; just follow the link at the bottom of the
worksheet.

¢ Find a business buddy (or, better still, buddies!), someone who's
started or run their own business, is a good listener and will suggest
how you might make a success of your business idea

¢ Talk to other business people to get ideas, help and advice

e Talk to potential customers - what are they looking for, what are
they willing to pay and who do they buy from at the moment (your
competitors)?

e Test out your idea in practice before you fully take the plunge.

Thank you for purchasing this booklet. All profits will go directly to
help create new and better support for aspiring and existing small
business owners. You can see more of this work at Dunston
Enterprise Club (www.aspirebiz.co.uk and the inspiration for this
book) and the Enterprise Rockers
(http://www.enterpriserockers.co.uk), a self-help community of
micro-business owners.
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e Keep the faith!
C'f’

e Learn from your experiences, Study — Plan — Act — Review

e Set SMART objectives

Keep the faith!

Ok, you're full of enthusiasm and can’t wait to get started with your
business idea. This is the best time to take a few minutes to set down
why you're starting your business. What do you want out of life and
how’s your business going to help deliver it? Jot down your reasons
in the table below. Two quick rules before you start:

* You can’t just say “to have more money” or something similar.

If you’re tempted to do that, think one step further — what is it that
the money will give you? It could be a better car that isn’t always
breaking down, a holiday, a nest egg for the kids.

e Your reasons must be positive ones.

A lot of us start a business to get out of the rat race, away from
managers who don’t appreciate us and employers who demand
more and give less. Turn those negatives in to the positives and set
down the benefits that your new business will bring you.

Why I'm starting my business - the benefits to give me the life | want

You can download this worksheet from
http://www.stratagia.co.uk/wp-content/uploads/2016/04/Why-Im-starting-my-business.doc
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Now for the fun bit. Close your eyes and picture yourself three years
from now. It hasn’t been a stroll in the park, but your business is
thriving. What does success look, smell and feel like? (If that gives
you new ideas on why you’re starting your business, just add them in
to your table).

Look through magazines, your own picture albums, the Internet and
anywhere else you can think of. Find images that capture what you
want out of your business. Make copies of them, cut them out and
stick them together on a sheet of plain paper. This doesn’t have to be
a work of art! When you’ve finished, stick your picture up next to
your desk, bench or other work station.

Why are we doing this? It’s a racing certainty that your pathway to
business success will have lots of twists and turns. They’ll be setbacks
and times when you feel like you’re banging your head against a
brick wall. Whenever you’re feeling low or wondering why you
bother, just look at your sheet of pictures. Remember why you’re
doing this and recapture the motivation you feel today. We'll have
more tips to help with this stuff at the end of the booklet.

SPAR

No, you don’t have to take up boxing or open a local grocery store.
SPAR means

STUDY
Read the booklet and follow through on the links and suggestions it
makes so you get to grips with the issues it’s raising.

PLAN
Decide what you want to achieve and how you’re going to get there.

ACT
Try it out, give it your best shot and see what happens.

REVIEW

Did it all turn out as you planned? What worked well, what didn’t
and why? How should you change your plans and what could you do
to deliver even better results in the future?
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Why does this matter?

Most of the people running a business today had no prior business
experience and no prior training in starting a business (or even
vaguely related subjects like management).

So how did they learn to run a business? By doing it! They learned
from their own experiences, or from people who had done it before.
We all think we have great memories, just like we all believe we’re
one of the best drivers on the road. In practice that’s rarely true, so
make sure you write down what’s important. That way you can look
back and see if things worked out as planned. Spotting what worked
well and what didn’t, and thinking through why, is the best way to
build your business and the know how to make it a success. You'll
also be amazed at all the things you have managed to get done —
don’t forget to give yourself a pat on the back when you do!

At the end of this section we’ve created a worksheet to help you
record what you’re aiming for and how you’re going to get there.
Print off as many copies as you like and keep updating it. Before you
start using it make sure you’ve read through the next piece on
setting SMART objectives.

SMART objectives

Make sure your goals are set out in a way that makes it easy to say
whether or not you’ve reached your destination. One way of doing
this is to set objectives that are SMART. You’ll see other versions of
this acronym but they’re all pretty similar.

Specific
Don’t be wooly. Make it clear what the goal is. So ‘selling more’ isn’t
much good — specify the particular product.

Measurable
More could be just one additional sale. Is that good enough? Try to
put a number on it if you can.

Achievable

Make sure you have the resources to get there. Selling an extra fifty
days’ consultancy services next month isn’t going to be possible if
you’re a one-man band.
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Relevant
Make sure the objective fits in with your long-term aims.

Time-bound
Set a time limit for when you’re going to do this by.

Now have a go at completing the worksheet on the next page. You
may have more than one goal for your business. For example, if
you're a hairdresser you may have targets for the number of haircuts
and the amount of hair care product you sell each week. Fill in a copy
of the worksheet for each of your business goals or objectives.

Continually review what you've written and keep a note of how
things are working out and what you've learned along the way.

Remember - be SMART.
Make sure your objectives or targets are Specific, Measurable,
Achievable, Relevant and Time-bound.
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1 Plan - Act - Review

Date today

Where do |

What I'm aiming

for (be specific)
want to get
to?
Measure - how
many?
Deadiine date e
Describe what
How am | you're going to
going to get | do and the
there? resources you'll
need.
What was
the
outcome?
What worked well What didn't work so well
Why?

You can download this worksheet from
http://www.stratagia.co.uk/wp-content/uploads/2016/04/1-Plan-Act-Review.doc



2 Your product and market

2 Your product and market

@%

e What's your product?
e What do your customers look like and how many are there?

e Who are your competitors?

This section is all about doing the background work to understand
who are your potential customers and competitors.

My product

You already have an idea of the product you want to sell, so start by
providing a description of it in the next worksheet. If you have more
than one product use a separate copy for each one.

There are two versions of the worksheet, one for sales directly to the
general public (consumers) and a slightly different one if you're
planning on selling your wares to other businesses. Use the one
that’s most appropriate for your business idea.

My customers

The next step is to think about who is going to buy your product: its
market.

If you’re selling your product directly to consumers think about the
type of people you are aiming at. What best describes them? For
example, in terms of:

el ocation
eAge
eSex
eEthnicity

eQOccupation

11
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2 Your product and market

Depending upon your product, there could be other important
characteristics, such as marital status, whether they have children,
whether they own or rent their home, physical disability and
values/commitments (e.g. environmentalists, religion, football fans).
Add to or amend the worksheet so it works for your business idea.

If you're selling to other businesses then the way you describe them
will be slightly different. It could include, for example,

e |ocation

¢ Industry or trade

e Public, private or third sector
e Characteristics of owners

e Scope of business (are their customers local, regional, national,
international)

Try visualising your typical potential customer(s) by adding a drawing
or cutting and pasting a picture alongside your description if that
helps.

Now try to estimate how many of these people (or businesses) are in
your market place. If you need help, try

Consumers

e your local library

e data from the Office for National Statistics at
http://www.neighbourhood.statistics.gov.uk/dissemination/.

Businesses

¢ you can find very basic small business statistics at
https://www.gov.uk/government/collections/business-population-
estimates.

e market research reports for different industries that are published
commercially. These are usually expensive but may be available
through your local library, enterprise agency or other business
support organisation.
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Keep a record of

e where you got information from. It may change in the future and if
you keep a note you can always go back there and check

e any assumptions you made. Chances are you’ll never find exactly
the information you want, so you’ll have to make your best estimate.
Again, keep a note of how you worked out your estimate so you can
update and improve it in the future.

Who are your competitors?

Who else is trying to sell a similar product to people in your market?
Try searching the Internet, Yellow Pages, trade magazines, local
papers, local shops or other sources to find competitors. You, your
family and your friends may also have ideas.

There may also be indirect competition. For example, you may be
offering a service to repair IT equipment but an alternative could be
to buy a new piece of kit. See if you need to add to your list of
competitors.

You'll find in the worksheets on the next pages there is an area for
prices. We'll return to this in the next chapter so you don’t need to
fill it in now.

Continually learn and improve

Talk through your ideas with a business buddy.

Keep coming back to what you've written down as you test out your
ideas and win your first customers. Things will never work out exactly

as expected so update your notes to take account of what you've
learned along the way.

13
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2a Product and consumer market

Product
description

Customer criteria Picture

location

age

sex

ethnicity

occupation

other 1

other 2

other 3

How many?

Sources and
assumption

Competitors |Name Website or address Price, £

1

2

7

8

You can download this worksheet from
http://www.stratagia.co.uk/wp-content/uploads/2016/04/2a-Product-and-consumer-market.doc

14
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2b Product and business market

Product
description

Customer criteria Picture

location

industry/trade

sector (public,
private, third)
characteristics
of owners
scope (local,
regional, etc.)

other 1

other 2

other 3

How many?

Sources and
assumption

Competitors |Name Website or address Price, £

1

2

7

8

You can download this worksheet from
http://www.stratagia.co.uk/wp-content/uploads/2016/04/2b-Product-and-business-market.doc
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3 Pricing your product

3 Pricing your product

@%

e Work out the price for your product

e Don't charge too little when you start

You can think of pricing your product like a pair of scissors. On the
one hand you want the price to be as high as possible to make the
most from each sale. On the other hand you might need the price to
be low to make as many sales as possible. It's a balancing act.

There are also two sides to the pricing coin. We'll take each one in
turn.

Earning enough

This goes back to one of our very first questions: can you earn
enough from selling your product? To do so you need to cover your

¢ salary or wages
e costs
and earn

e profits

to give you a cushion and cash to invest in future years. Fill in the
worksheet on the following page to work out what you need to earn
in a year.

Now work out what you need to charge to raise this amount of
money.

For services
The following calculator can be used if you’re offering consultancy or
similar services where the ‘product’ is sold on the basis of a daily rate

for your time.

Divide the Total by 135. This is based on
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3 Annual costs and profits

Item Annual cost, £

Own salary or wage

Other salaries, wages and sub-contractors

Tax and National Insurance

Rent or other premises payments

Rates

Electricity

Gas

Water

Telephone

Internet

Postage

Stationery

Printing and design

Advertising and marketing

Travel, hotels, etc.

Events, exhibitions, etc.

Professional services (e.g. accountant, bookkeeper, solicitor)

Insurance

Subscriptions

Equipment purchase, hire and maintenance

Materials and other supplies

Bank charges

Other 1

Other 2

Profits

TOTAL

You can download this worksheet from
http://www.stratagia.co.uk/wp-content/uploads/2016/04/3-Annual-costs-and-profits.doc
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3 Pricing your product

e 45 weeks (allowing you 7 weeks for public and annual holidays),
and

e 3 days (allowing 2 days a week for training, marketing, managing
your money, etc.)

Divide again by 7 if you want an hourly, rather than daily, rate.

For products

If you have only one product then this is straight forward — just divide
the Total by the number you expect to sell in a year.

If you have more than one product then make your best estimate of
the number you expect to sell of each and the price you might
charge. For each one work out the annual income by multiplying the
number by the selling price. Add up the incomes from each product
and adjust the numbers (number sold and/or price) until the incomes
add up to the Total you need.

Let’s call the price we’ve calculated so far the Income Price, because
it’s the price we need to give us the income we want.

My INncOMe Price is £ .ooovvvieveeeeiee e

Bettering the competition

Go back to Jigsaw Piece 2 in chapter two. You should have a list of
competitors for each of your products. Try to find out what they are
charging for the kind of products you want to sell and record them in
the worksheet (either 2a or 2b).

Given what you know about the quality of your competitor’s
products and their reputation, work out what would be a reasonable
price for you to charge for your product(s). Let’s call this price the
Competition Price because it’s based on what we can charge and be
competitive with people selling similar products.

My Competition Price is £ ....ccooveverecer i e

Is your Income Price lower than your Competition Price?

Yes
Set your selling price somewhere between the two.

My Selling Price is £ ..uooveeveveceeceeerieecre e
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No

If your Income Price is higher than your Competition Price then you
have a problem. It means the going rate in your market (the
Competition Price) is lower than you need to get by (the Income
Price). Check the numbers you have worked from and see if you can
reasonably and realistically adjust them to lower your Income Price.
If you can’t, that’s a strong message that your business is unlikely to
work. Perhaps it’s time to go back to the drawing board and consider
what other products you could offer.

Some common mistakes

Perhaps the most common mistake we make when starting a
business is to pitch our prices too low. It’s natural to worry about
getting the first few customers and to think that offering very low
prices is the best guarantee of jumping that hurdle. However it
causes an immediate and a longer term problem.

First, potential customers can see this as an indicator of low quality
or value to them. So they may actually be put off buying, thinking the
price is too good to be true.

It also sends a longer term signal to the market. Once you’re
established you may want to raise your prices because you’re no
longer worrying about getting the first few customers. But your
existing customers will not be impressed if they see you're offering
the same product but now want to charge them a lot more.

One way around this bind is to have an ‘introductory offer’ or
something similar. It allows customers to try out your product
without risking so much cash but on the clear understanding that
future purchases will be at the normal, higher price.

Final points

As always, try to test out your pricing in a small scale way at the
beginning if you can. Always ask for feedback from your customers or
potential customers and make any adjustments you think are

necessary.

If you're not sure, talk things through with a business buddy.

19
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4 Getting the message out

4 Getting the message out

@%

e Sell the benefits of your product, not the features or functions
e Understand what benefits your customers are looking for

e Write to sell

e Test and measure to see what works best

e Create a sales funnel, linking your marketing activities to build
relationships and deliver sales.

In this section we’re going to look at how you tell potential
customers about your product — marketing. There are three key
points.

Sell the benefits, not the features

Why is anyone going to buy your product? People will buy it because
they get a benefit from it.

A common mistake is to try to sell your wares based on their features
or function. It’s very easy, if you're an expert in your field or have
spent a long time developing your product, to wax lyrical about the
features or functions of what you’re offering. Don’t! Look at it from
the customer’s point of view. What benefit does it give them?

Of course, you'd hope the features will ensure your product delivers
the benefits you want. For example, | want a computer that won't
freeze or crash. I'd like it to be able to quickly open web pages and
cope with the video and other media that now seem to be
everywhere. All the stuff about Megahertz and Gigabytes may help
the geeks; what | want to see is ‘guaranteed not to crash when
you’re watching your favourite film on DVD’ . The features are just a
means to an end —it's the benefits you're really after.
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To help you get a handle on the benefits of your product we're going
to give you two very simple lines of attack. At a very basic,
psychological level we do things for one of two reasons

¢ avoiding pain

e gaining pleasure

Use the worksheet on the next page to list out what your product
offers in terms of bringing pleasure or avoiding pain.

Don’t worry if all your answers are in one box — use the other box to
come up with some creative ideas. For example, when | was little my
dentist gave me ‘sweets’ after a check-up. (Of course, they were not
sweets but brightly coloured goodies that actually helped your
teeth). | can’t say the visit to the dentist was ever a pleasure but you
can see how | might think that dentist was better than the rest!

So, have a go now at describing the benefits of what you have to
offer. If you get stuck you can list the features or functions of your
product in the right-hand column. But if you fill in that area, don’t
stop there. Use what you've written to help you come up with ideas
on the benefits of your product.

21
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d 4 The benefits of your product

avoiding pain prompts: features or functions

gaining pleasure

You can download this worksheet from
http://www.stratagia.co.uk/wp-content/uploads/2016/04/3-Annual-costs-and-profits.doc

22
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This is also an area where doing a bit of research can pay huge
dividends in two ways.

Talk to your customers (or potential customers)

* What do they really want?
e What's wrong with what they are buying at the moment?

¢ What do they think about your market, the products and the
people who provide them at the moment?

For example, common complaints about consultancy firms can be
around

— value for money - senior people pitch to get the job but then junior
staff do all the work

— timetables slipping

— not delivering to budget

So, if you were in that market place, you might talk about your
experience and guarantees about delivering on time for a fixed
budget.

Check out your competitors

A very easy way to do this is to take a look at their website or
marketing material — what benefits (or even features) are they
pushing?

How can you match them in some areas and do better than them in
others? Use your research, experience and feedback to expand and
update your 'benefits' table on the previous page.

It's really powerful when you can bring all this together — your ideas,
your customers' views and an assessment of your competition's
strengths and weaknesses.

At every point in developing your marketing materials, tenders,
presentations, etc., refer back to this table and make sure you are
really pushing those benefit buttons.

23
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Winning words

Most of us need to produce leaflets, brochures and the like to sell
our wares. Here are some tips to help make your written material as
effective as possible. The principles are also worth bearing in mind
when you're writing copy for your newsletter, e-mail or website.
Remember - it's about the CUSTOMER and how you can make a
positive difference to their life.

Put yourself in your customers’ shoes. What will your product help
them achieve? If you think different groups of customers will have
different things they value then think about

- separating your market into different groups or segments along

these lines

- producing different sales material for each segment

For each of the things they really value that you'll deliver
¢ explain how you and your product/service will deliver it.
You're really joining the dots for them. We can do this because ...
¢ give evidence that shows you can deliver.
Testimonials from satisfied customers are a great way of doing this.

e provide any other information that will deal with any common
objections.

If you find it difficult to sort out your ideas try putting them in a
mindmap or spider diagram. Put down the ideas and see how they
link to one another. Group similar points together, put them in
priority order and think how you’re going to link them to one
another.

For more information about mind maps see
https://en.wikipedia.org/wiki/Mind_map. These are a great way of
organising things if you prefer something that's visual to a written
list.
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Some tips for writing your material

e Don'ttry to do it all at once. Do the creative, ideas stuff one day;
the detailed copy another.

e Use paragraphs to organise your work into a logical series of
topics. Keep the first one short to encourage people to read on.

e Each sentence should communicate one idea. If you use 'and' in
your sentence would it be better to cut it into two separate
sentences?

e Use short sentences where possible, or a mix of short and longer
sentences.

e Commas are handy for lists but don't use lots in a sentence.

e Use present tense and be certain: avoid if, will, can, could, would,
.. as far as possible.

¢ Be active rather than passive. One way is to cut out words ending
in ...ing unless they're essential (e.g. bedding plants).

e Don't use lots of different fonts.
¢ Avoid underlining; use bold to highlight.

e Only use all capitals (e.g short heading) or italics (e.g. captions) in
special circumstances.

e Use simple, familiar language (not jargon). Imagine you are talking
one to one to the reader.

¢ Leave some space. Don't make your material overcrowded.

e Pictures can help as long as they are relevant. Before and after
pictures can be particularly powerful.

e Try to position the headline/key point at quarter of the way down
the page rather than right at the top.

e Finish with a call to action (what you want the reader to do) and
give a reason. E.g call us today and claim your free initial assessment.

25
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4 Getting the message out

Check it out - four simple steps

1 Go through your text with a red highlighter or something similar.
Highlight all the text that is talking about you and your
product/service rather than the customer and what they need. Get
rid of the red!

2 Read it out loud. Does it sound right?

3 Ask a friend, colleague or (best of all) a friendly customer to read
it. Does it grab their attention? Does it encourage them to read on?
Would they respond to the call for action?

4 Edit your copy three times to get it right.
Test and measure

Whatever you do, monitor what the response is. One of the beauties
of modern technology is that you can produce small volumes of
printed material or change a website at very little extra cost. Try
different approaches and see which works best for each of your
groups of customers (but try to maintain a consistent approach to
help people recognise it's you - in business speak, help build your
brand recognition).

Think about the process

You're confident you have a great product. You’re certain there are
lots of people out there who will love what you have to offer. The
only problem is that hardly any of them have heard of you. So — how
do you go from having lots of potential customers who don’t know
you exist through to making the sales that will ensure your business
thrives? How can you take people on that sales journey?

People rarely run to purchase something the first time they hear
about it. So just putting out one leaflet, posting one advert or hoping
your website can sit there and attract customers like bees to a flower
isn’t likely to work. We need to think of contacting people several
times (and, particularly if you’re running an on-line business, it’s
likely to be a lot, lot more!)
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People are more likely to buy from those they know and trust. So we
need to think about how we can build that kind of relationship.

Think of this as a sales funnel, taking everyone who may be in the
market for what you have to offer at the top through to (probably a
lot fewer) people at the bottom who have actually become your
customer or client. We’ve summarised the steps along the way as

ACTS.
0O M =
" M A
% )
\ AWARE /
% l 7
% /
5 /
\  CONTACT /
N\

\\ // 4
\.\\ l f /

\\\ TTRUS
\ rruUsT /X
SALE

Let’s expand on that a bit.
Aware
Your leaflet, brochure, advert, e-mailing, exhibition, ...helps make

some people aware of what you have to offer. Combining and
repeating them boosts the numbers and heightens that awareness.

27
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4 Getting the message out

Contact

Because you’re a good marketer, all your material has a ‘call to
action’ for the reader. That will almost always include a request for
people to give you their contact details in return for ...? Well, it could
be a free pen, a free information guide, discount on their first
purchase, entry into a prize draw or almost anything else that is
valuable to them but cheap and easy for you to offer.

Trust

Once you have those contact details you can continue to build an
ever-improving relationship by regularly staying in touch with these
contacts (and, of course, any existing customers!) That might be a
newsletter, for example. Whatever the form, stick to the same
principles — try to offer something of value to them that’s easy for
you to provide. Every once in a while you can include a direct sales
pitch but don’t do it all the time — think how you would deal with
leaflets and e-mails from businesses that were just trying to sell to
you all the time. This is your chance to cultivate your image as
someone who’s expert, friendly and trusted.

Sale

That trust is the best way to achieve a sale. For many small
businesses a crucial step is getting to meet the potential customer
face to face. Just like you did when winning their contact details in
the first place, find a way of making a compelling offer that will
encourage your contact to meet up with you.

So, back to our sales funnel. Try filling in the next worksheet to
decide how you’re going to take your potential customers on that
journey from blissful ignorance of what you have to offer through to
parting with their hard-earned cash to buy your product. Each part of
the worksheet is numbered to link to each of these instructions.

1. Be clear which of your products you are dealing with.

2. Describe the market — what defines or describes the people you
are aiming to sell to. Look back at Jigsaw Piece 2 for help.

3. List the possible marketing methods and media you could use:
printed leaflets or brochures, adverts, e-mails, telephone calls,
exhibitions, ... Try to add detail (e.g. the specific magazine or
newspaper you think will be best for your ad). Think of every possible
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option and write them down, even if they sound crazy.

4. Decide which methods and media you are going to use. Put a tick
against the ones you've selected.

5. Make a note for yourself about why you think each one is or isn’t
the way to go for what you have to offer. After you've tried a few
things you may change your mind, so it’s useful to remember what
your thinking was originally.

6. Now put your method and media in the order you plan to use
them in section 6. In the second column add in what you will be
asking them to do. Call you? Meet up? Then in the third column write
down what incentive you could offer them.

Make a note of anything else that comes to mind in the final box at
the bottom.

Two final tips
e Adapt the worksheet to suit you and your business.
e Don't try to complete the worksheet in one go - this is hard work!

e Test and measure. For each marketing activity keep track of the
responses you receive and decide what is and what isn’t working for
you.

The aim here is to give you a clear programme of marketing
activities, an antidote to relying upon one-off activities that always
seem to achieve less than you’d hoped for.

More help

If you want more and like working from a book, try Marketing for
Entrepreneurs by Jurgen Wolff. It's linked to a website with lots of
resources.

There is a huge amount of other information on the Internet. A good
source is the Marketing Donut, http://www.marketingdonut.co.uk/.
Check out videos on You Tube; Stefan Boyle of Print Republic is a
good starting point.
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ﬂ 5 Marketing plan

1. Product or service

2. Market Who am | aiming
to sell to?

3. Possible marketing media 4. Use?7 5. Why/why not?

6. Links in the chain List the media in the order you plan to use them to move potential
customers from people who are unaware of your product/service through to a sale.

media action incentive

Other notes

You can download this worksheet from
http://www.stratagia.co.uk/wp-content/uploads/2016/04/3-Annual-costs-and-profits.doc
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5 Managing the money

@%

e Check that your expected income covers what you plan to spend.

e Did it? Learn from what actually happened.

We’re now going to go back to look at the money side of the

business again. You’ve already set the price of your product(s) so that
your sales should more than cover your costs. There are now two
remaining questions:

¢ is the money coming in at the right time to cover what you’re
spending?

¢ have your sales and spending worked out as you expected?

To check this out we’re going to create a cash flow forecast. As its
name suggests, this is all about

e cash - the money you have in the bank, as well as any notes and
coins you may be holding.

¢ flow - the money coming in and going out of the business.

e forecast - looking ahead to see how you expect the flow of cash to
work out in the coming months.

One of the problems when you’re starting a business is that you may
have expenses to meet before you’re able to sell enough of your
wares (or be paid for them). This is one of the main killers of small
businesses, so this is important! Even if you don't like working with
numbers, make an exception for this; it will be easier than you think.
Your cash flow forecast is your financial early warning system. If
there's going to be a shortfall of money in the business your cash
flow forecast should tell you, giving you time to do something about
it.

You already have all the information you need in section 3, you just
need to reorganise it. There's a cash flow template a little further on.
There are three points to note.

1. We've set this up with a column for each month. You can alter this
if you want to better suit your business.
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2. Because of limited space we're only showing two months in the
template. You really need this to go on for a year. A full, free version
is available as a spreadsheet covering a whole year on our website at
www.stratagia.co.uk/wp-content/uploads/2016/04/6-Cash-flow-
forecast.xls. This is far and away the best version to use if you can
because it's set up to do all the calculations for you - you just need to
enter the numbers in the right places.( By the way, if you can't afford
the Microsoft Office package that includes Excel there's an excellent
and free alternative called Calc available at www.libreoffice.org.)
We'll look at how to do that now, using the next worksheet.

3. We've labelled the months (the columns) with numbers. Change
these in your final version of the cash flow forecast to the names of
the months through your financial year. In the income section of the
table we've provided five rows for five different products or services
(Product 1 to Product 5). Change the names so they are relevant for
your business and add in extra rows if need be. These don't even
have to be products; they could, for example, be different customers.
Just organise and label it the way that's best for your business.

Entering your figures, working out your cash flow

For each month you will see three columns. To begin with just fill in
the column labelled 'budget'. This is what you expect to happen in
each of the coming months.

To start with fill in the income you expect to earn each month for
each product or customer. Make sure you enter the income in the
month you expect to receive it. If you have to invoice people for
work it could be two months, say, before the money actually appears
in your bank account. So, record the month the money is there, not
the month you send out the invoice.

Now add in the money you expect to spend each month in the
Expenditure section. You've already worked this out for the year in
Jigsaw Piece 3 so this shouldn't be too difficult. Again, try to make
sure you record these outgoings in the months you actually hand
over the cash or when the money leaves your bank account.

Now for a few simple sums. If you're using the spreadsheet from our
website you will not need to do this because the spreadsheet should
do it for you.
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1. Add up all the income you have each month and put the answer in
the row labelled A: Total income.

2. Add up all your spending for each month and put that figure in the
fourth row from the bottom labelled B: Total spending.

3. In the next row down record the difference between your income
(A) and your spending (B). This is your cash flow for the month.

4. At the start of the first month you may already have had some
cash in the business, including money in the bank. If so, enter this
amount in the next to last row (shown in yellow) for you first month.
This is called the Opening balance - it's just the amount of money
you're starting out with at the beginning of the year and each month
after that.

5. Now work out how much cash you expect to have at the end of
the month - your Closing balance. This is just what you start the
month with (D, your Opening balance) plus the cash flow for the
month (C). Add C and D together and put the answer for the month
in row E, shown in green.

You can now repeat the final two steps for every month. The Closing
balance (in darker grey) one month becomes the Opening balance (in
lighter grey) the next month.

Updating your cash flow forecast

So far you've just entered figures in the budget columns, setting
down what you expect to happen in the coming months. (We've
assumed you're working with months. Just treat this as referring to
your chosen time periods if you've opted for something different to
better suit your business).

As each month goes by record what actually happened in the second
column for each month. If you have a business bank account you can
use your statements to check this. If you haven't opened a business
bank account yet check out the suggestions at the end of section 7.

Change the rest of your forecast to take account of what actually
happended. For the following month use the Closing balance in the
Actual column (rather than from the Budget column which you
currently have) to be the Opening balance for the following month.
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You can now see whether your expectations worked out. Work out
the difference between what your expected (Budget) and what
actually happened (Actual) for all the entries and put the answer in
the Variance column. The spreadsheet version will do this
automatically for you.

Learning from the cash flow forecast

Check through to see if there are any big Variance figures. If there
are, why did they happen? Do you need to make any changes to the
rest of your cash flow forecast?

Look across the closing balances in the Budget column for each
future month. Are any of them negative? If so, you really have three
options:

e increase your income, either by selling more or raising your prices
¢ cut (or delay) your spending

e borrow

The last option often seems easiest but can be the most dangerous.
Be certain that anything you borrow can be paid back when it's due.

This would be a good point to get ideas from other people you know
and trust.
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6 Cash flow forecast

Month 1 2
budget actual | variance | budget actual | variance

Income
Product 1
Product 2

Product 3

Product 4
Product 5

Loans/grants

Bank interest
Other

A: Total Income

Expenditure

Own salary or wage

Other wages & sub-contractors

Tax & National Insurance

Rent & other premises payments

Rates

Electricity
Gas
Water

Telephone

Internet

Postage

Stationery

Printing & design

Advertising & marketing

Travel, hotels, etc.

Events, exhibitions, etc.

Professional services

Insurance

Subscriptions

Equipment purchase, hire, etc.

Materials & other supplies

Other spending

B: Total Spending
C: Cash flow (A-B)
D: Opening balance

E: Closing balance (C+D)
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6 Being organised

@%

e Value your time

Set priorities for what you need to do

Check where your time goes

e Organise your paper and electronic files

Your time is one of your most valuable assets — make sure you don’t
waste it! Here are some tips to help.

Create a ‘to do’ list

Fill in the worksheet in Jigsaw Piece 7, listing all the things you need
to do.

¢ Use the simple scale on the page to say how important each one
is.

¢ Set a deadline by which each one needs to be done.

e Order your list by importance first and then by deadline date, with
the earliest dates first.

The point here is to make sure you focus on what’s important rather
than what’s urgent. Does the item with the most urgent deadline
really need doing?

A few other tips

1. Put aline through items as you complete them so you can see the
progress you’re making.

2. Spend five minutes at the end of each day updating your ‘to do’
list so you're ready to go first thing the next morning.

3. If there’s an item you can complete quickly consider doing that
first so you get a ‘quick win’ to increase your motivation and
confidence.

4. Do the things you don’t like doing early in the day if possible so
they are out of the way (rather than hanging over you and the rest of
your work).
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5. When you have an important piece of work that is going to take
hours to complete, block out time in your diary, just like you would if
you were making an appointment for a job or meeting. To avoid
distractions, turn off e-mail or similar alerts on your computer and
‘phone, put a ‘do not disturb’ notice on your door and divert your
‘phones to answerphone (or someone else if that’s an option).

6. If you are working in your own office, make sure it’s a pleasant
and comfortable place to work. Think about using plants, posters and
pictures to help achieve that.

Check where your time goes

Do you know how you’re spending your waking hours? If you’re not
sure and you’re struggling to complete everything you need to do try
keeping a time diary for a week. See Jigsaw Piece 8 for a worksheet.

Record what you do during the day in quarter hour slots. As you
record them or at the end of the day, decide whether a time slot was
used for paid work (e.g. if you're selling your time as a consultant),
other productive work (e.g. meeting a customer, marketing, doing
the accounts, making your product) or was non-productive.

We all need a break during the day, so expect some non-productive
time when you stop for lunch or a cup of tea/coffee. The question is
whether we’re spending too much unproductive time, possibly to
avoid completing tasks we don’t enjoy. Did we put the TV on at lunch
time and finish up watching too much day time TV? Did we spend an
hour on Facebook when we could have spent five minutes doing
what was important for our business? Look at the reasons for your
non-productive hours and see what ideas you can come up with for
reducing them. For example, are there better times of day to be
doing the trickier and more difficult tasks?

Finally, make sure you have plenty of sleep; avoid excessive food,
drink and TV; exercise regularly; organise quality time to spend with
your family and friends; take breaks and reward yourself for your
achievements.
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7 To do list

Item Importance Deadline Order

10

11

12

Give Importance a simple score as follows:

1 = critically important, absolutely has to be done

2 = very important, really must be done

3 =important

4 = quite important

We're assuming if any item is less important than this you won't even bother to put it on the list!

You can download this worksheet from
http://www.stratagia.co.uk/wp-content/uploads/2016/04/3-Annual-costs-and-profits.doc
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8 Time recorder

6 Being organised

Time  Activity Time  Activity
7.30 1.30
7.45 1.45
8.00 2.00
8.15 2.15
8.30 2.30
8.45 2.45
9.00 3.00
9.15 3.15
9.30 3.30
9.45 3.45
10.00 4.00
10.15 4.15
10.30 4.30
10.45 4.45
11.00 5.00
11.15 5.15
11.30 5.30
11.45 5.45
12.00 6.00
12.15 6.15
12.30 6.30
12.45 6.45
1.00 7.00
1.15 7.15

Total paid hours

Total other productive hours

Total non-productive hours

You can download this worksheet from
http://www.stratagia.co.uk/wp-content/uploads/2016/04/3-Annual-costs-and-profits.doc
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7 Legal and similar stuff

@%

e Choose the structure for your business
e Understand what you need to do to keep the tax man happy

e Decide on a bank

What legal form for your business?

Sole trader
This is where you work as a self-employed person. You can still trade
under a business name.

Company
You can set your business up as a company and then become
employed by the company.

There are pros and cons to the two options and your judgement on
these may differ depending upon who your customers are
(consumers or other businesses), how you see the business
developing in the future, practice in your industry and attitude to
ownership of the business.

Put simply, the advantages of setting up as a company are:
e Limited personal liability for any debts

e May look more substantial to potential customers, especially the
public sector or other businesses

e Easier to sell or to raise money through selling shares or by other
investment

The disadvantages are:

* You need to register the company and create formal documents
for it

¢ Bookkeeping/accounts are usually more complicated

That means more costs.
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Other options include a partnership, which can also take the form of
a limited liability partnership. This is often used in professional
practices. You may also want to set up a social enterprise. Typical
forms here are companies limited by guarantee (very similar to a
limited liability company) or a Community Interest Company.

Some further, but limited, information is available at
https://www.gov.uk/set-up-business-uk/register-your-business-in-
the-uk. You’ll find lots more information on this subject on the
Internet.

If you're unsure about the best option, talk it through with someone
who'’s started a business before or with an advisor or accountant if
you have, or know, one.

Tax - personal

If you opt for self-employment you will need to notify HMRC; see
https://www.gov.uk/set-up-sole-trader for more information.

They will also ask you to handle your personal taxation through an
annual self-assessment return. The same will happen if you become a
director of your own company.

There is a lot of training and advice available from the tax man to
help you gear up for dealing with these issues. See
http://www.gov.uk/government/hmrc-webinars-email-alerts-and-
videos.

Tax — business

If you've set up a company then you will need to register it with
HMRC for Corporation Tax (although you have three months to do
this).

Another major tax issue is Value Added Tax (VAT). Most, but not all,
sales of products or services are liable for VAT. If your sales during a
year go over the threshold (£83,000 in 2016-17; check for the latest
figure at www.gov.uk/vat-registration-thresholds) then you have to
register for VAT.

If your sales don’t go above the threshold then you can choose not to
register for VAT. There are two possible advantages to this.
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1. If you are selling your wares to private consumers (e.g. as a
domestic plumber) then your final price is likely to be cheaper than a
VAT registered business. With business customers this advantage
disappears because most businesses are themselves VAT registered
and can recover the VAT.

2. This also means you save time. You don’t have to work out what
the balance is between VAT you’ve received and paid out every three
months, which then has to be paid to HMRC.

Alternatively you can register for VAT even if your sales are below
the threshold. Again there are a couple of possible advantages. First,
you’ll be able to recover any VAT you’ve paid out. Second, it can
make the business look more established to potential customers.
This may be valuable if you are selling to the public sector or big
businesses.

Managing money

There are a lot of software packages to help you manage your
money. We’d encourage everyone starting a simple business to use
one of these and keep their own records. That way you begin to
understand the basic principles. Later on you may decide to get help.
This could be because you want to free up your time to spend on
other jobs. Or perhaps your business has grown and the accounts are
getting more complicated.

One option is to use a bookkeeper. Try searching on
http://www.iab.org.uk/find-bookkeeper or ask other business
owners who they would recommend.

Beyond that you may need to think of using an accountant: see
http://www.accaglobal.com/gb/en/discover/find-accountant.html or
http://www.icaew.com/en/about-icaew/find-a-chartered-
accountant. There are also on-line alternatives available nowadays,
such as http://www.cheapaccounting.co.uk/.

This is one area where it will really pay to ask around and seek
recommendations from other business owners.
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Choosing a bank

First of all, be clear what you want from your bank and the accounts
they offer. For example, will you be paying in lots of cash every day
or will everyone be paying you through electronic bank transfers?
Will you be operating electronic point of sales equipment, taking
credit card payments or using facilities like PayPal so people can pay
you on-line? Will you be making sales overseas and in different
currencies? Do you need a savings account that offers a higher rate
of interest?

Once you are clear what kind of service you’ll need from a bank

e check out what accounts the different banks are offering — their
services, fees and interest rates

e ask other businesses (especially ones that operate like yours) who
they bank with and whether they’d recommend them.

Decide which bank and account will best meet your needs.
End note
It's a good idea to keep a note of what you've decided on all these

issues and why. That way you can always look back if you think there
are reasons for changing how your business operates.
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Support from organisations

There are a wide range of business organisations out there that may
be able to help you with information, support and opportunities to
make contact with other business owners. We've only listed a few
here - do check the Internet, enquire at your local library and ask
your contacts for other suggestions.

Enterprise Nation www.enterprisenation.com
There are some free resources here and lots more if you decide the
modest membership fee is worth it.

Enterprise Agencies www.nationalenterprisenetwork.org

There are lots of local enterprise agencies and they can be quite
different. Check out the national network website, find your local
agency and see what they have to offer.

Federation of Small Businesses www.fsb.org.uk

The largest business membership organisation in the UK. Check their
website to find out contact and other details for your local branch.
Some of their meetings are open to non-members. They frequently
have interesting speakers and can be a good way of meeting up with
other local business people. They offer a range of services, such as a
legal help line, for members.

Chambers of Commerce www.britishchambers.org.uk/find-your-
chamber/

The link takes you to the website for the British Chambers of
Commerce site, an organisation that represents the individual, local
Chambers across the country. Use the link to find your local
Chamber. They are also membership organisations offering services
to their members but, unlike the FSB, will include businesses of all
sizes.

Forum of Private Business www.fpb.org

A membership organisation offering business support resources,
legal protection and updates and a collective voice for small
businesses.
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The Association of Independent Professional and the Self Employed
www.ipse.co.uk/

Once again, the clue is in the title! A membership organisation
offering a legal and tax helpline and a range of information and
guidance if you are self-employed.

Internet

There are lots of resources available to help you on the Internet.
We've mentioned several of the most useful sites in the earlier text.
Another is the StartUp Donut, www.startupdonut.co.uk. Websites
are not the only alternative. UK StartUp, for example, have a great
Facebook page and Twitter feed.

If you prefer something to watch then search You Tube. There are
lots of videos out there covering many of the enterprise essentials
you'll need to help your business survive and thrive.

As with any other material on the Internet, do be careful. You can
waste a lot of time searching through sources and the information
and guidance they offer may not be accurate or appropriate. As
always, see if people you know and trust can recommend sources
they found useful.

Books

As we said at the beginning there are lots of business start-up books
out there, along with more specialised ones on marketing,
negotiating, networking, bookkeepping and almost any business
topic you can think of.

Before you spend your hard-earned money on more books

¢ check out what's available in your local library
e use a good bookshop to check the content before you buy

¢ take recommendations from your business buddies.
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Managing me!

Starting and running your own business is emotional. You invest a lot
of yourself in the business and for many of your customers you are
that business. Part of what's needed to survive and thrive is your
passion for what you're doing. However there will be difficult times
when your emotions are in danger of getting the better of you. Here
are a few personal tips for finding your way through.

e Look at the picture you created in section 1. Remind yourself why
you're doing this and what your business is going to bring you.

¢ Often you cannot control what happens to you but you can control
how you react. If you do suffer a setback, don't let negative emotions
overwhelm you. They're your emotions - at least you can be in
control of them!

But, | hear you ask, how do you control your emotions?

e Give yourself licence to feel bad! If something has gone wrong or
not worked out as you'd hoped you're bound to feel down. Don't
pretend everything is ok. Accept what has happened, try to figure
out why (so it doesn't happen again) and allow yourself a little time
to be angry, frustrated and/or upset. Try the following tips to make
sure that doesn't drag on though!

Here are a couple of quotes from Thomas Edison, the inventor of the
electric light bulb.

"I have not failed. I've just found 10,000 ways that won't work."
"Our greatest weakness lies in giving up. The most certain way to
succeed is always to try just one more time."

e Just because something you tried didn't work doesn't mean you
are a failure. It means you're wiser and one step closer to figuring out
what will work.

e Always ask yourself positive questions. "What do | need to do to
make this work?" rather than "Why can't | get this to work?". Your
brain is fantastic. It will come up with all kinds of ideas. Ask negative
guestions and it will come up with loads of reasons why you're
rubbish. Ask positive questions it will offer up all kinds of possible
solutions and answers to problems.
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e Matter over mind. You've often heard this phrase the other way
around but it can also work in reverse. Feeling down, you tend to
slump, your shoulders drop and so forth. So do the opposite. Walk
tall and sit up straight. Even better, take a brisk walk. You'll feel
brighter and ready to tackle the next task.

e Celebrate your achievements!

Finally, try this exercise as soon as you wake up every morning. As
you lay in bed, lock your hands together. Now make like a chicken,
flapping your arms up and down. If your elbows don't hit the sides of
your coffin, it's going to be a good day!

This sounds a lot funnier when delivered by the irrepressible Richard
Wilkins. See www.theministryofinspiration.com.
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About us and our services

Business buddy start-up support

If you have queries or concerns about your business idea we'll always
try to help.
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About the author

Nigel Hudson started his first formal business in 2002 and is a
director of two others.

For over a decade Nigel led research into the skills needed to start or
develop a small business. He has been a major contributor to the
work of SFEDI, the enterprise and business support standards
organisation, and received their Special Achievement Award in 2010.

Nigel's voluntary work has included business mentoring for the
Prince's Trust and acting as facilitator of the Dunston Enterprise Club
in North Derbyshire. He also looks after research for the Enterprise
Rockers, a predominantly on-line community of micro business
owners.

Prior to his journey into enterprise Nigel had worked as a machine

fitter, employment rights worker and social researcher within local
and national Government.

Feedback

We'd really welcome your feedback on how we can improve this
booklet or what other publications and services you'd like to see.

You can send your comments and ideas to nigel @stratagia.co.uk.

Thanks and good luck!
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