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Chapter 1:  
Introduction – Why Planning Matters 

 

 

Failing to plan is planning to fail. This old saying rings especially true in business. A business 
plan is more than a document – it’s a roadmap for how your venture will start, operate, and grow. 
In simple terms, a business plan describes what your business does (or will do), what you 
want to achieve, and how you will achieve it. It typically covers your business objectives, 
strategies, market information, sales and marketing plans, operational details, and financial 
forecasts in one place. 

Writing a business plan might sound daunting, but it is a crucial step for sole traders, tech 
start-ups, and small businesses alike. Even if you’re a student entrepreneur drafting a plan for 
a project or competition, a solid plan will help clarify your ideas.  
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A good business plan helps you to: 

• Clarify your business idea: The planning process forces you to define your value 
proposition and target market clearly. This ensures you understand what problem you 
are solving and for whom. 

• Spot potential problems early: By writing down all aspects of your business (market, 
operations, finances), you can identify weaknesses or risks in your idea and address 
them ahead of time. 

• Set out your goals and strategy: You will establish concrete short-term and long-term 
objectives and outline the steps (marketing, operations, etc.) needed to reach them. 
This gives you a sense of direction and priorities. 

• Measure your progress: With clear goals and forecasts in your plan, you have 
benchmarks to compare against as the business launches and grows. You can track 
whether you’re meeting sales targets, staying on budget, etc., and adjust if needed. 

Importantly, you’ll need a business plan if you seek funding – whether it’s an investment from 
a venture capital firm or a loan from a bank. Most banks (e.g. NatWest, Barclays, HSBC) will ask 
for a business plan to assess the viability of your business before lending money. In fact, 
Barclays advises having a written plan ready and to bring a copy when you meet with your 
bank manager to discuss financing. Investors, too, will insist on seeing your plan to understand 
your business model and growth projections. A well-prepared plan shows them your idea is 
realistic and workable, and that you have done your homework on how to execute it. It 
demonstrates credibility. 

A business plan isn’t only for outsiders, though. Even if you don’t need external funding, writing 
a plan is a valuable exercise for you and your team. It forces you to research and think deeply 
about all aspects of the business. The plan becomes an actionable strategy document that you 
and your partners can refer to regularly. It can also help get team members or co-founders on 
the same page with the business direction and priorities. (If you have employees, involving them 
in the planning process can build a more committed, motivated team.) 

Finally, consider the stakes: many businesses fail due to poor planning and management. 
Research by the Chartered Management Institute (CMI) has found that over half of UK 
businesses that fail in the first three years do so because of shortcomings in management. Lack 
of clear goals, poor cash flow management, or no contingency plan can quickly lead a venture 
to trouble. By developing a robust business plan, you greatly improve your odds of success. 
You’ll be equipped to anticipate challenges and steer your business with informed decisions 
rather than guesswork. 
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How This Guide Will Help:  
This ebook is designed to be more practical and useful than other resources you might find 
online. Many “how to write a business plan” guides give you a basic list of sections to include 
but don’t show you how to tailor the plan to your unique situation or take action on it. In 
contrast, our guide keeps things clear, jargon-free, and actionable.  

We will cover a wide range of planning tools beyond just the traditional long-form business 
plan. Different situations call for different planning approaches, so this guide explores 
alternative formats like the Lean Canvas, one-page business plans, and pitch decks. You’ll 
learn when each format is most appropriate (for example, a lean one-page plan for a quick start 
tech idea vs. a detailed plan for a bank loan or a complex business). 

Throughout each chapter, you’ll find practical tips, fill-in-the-blank templates, and prompts 
for personal notes or action steps. These are provided to help you not just read about 
business planning, but actually start creating your own plan as you go. By the end of the guide, 
you should have either a completed business plan or at least a solid working draft. We’ve also 
highlighted common mistakes and pitfalls (and how to avoid them) to ensure your plan can 
stand out from the typical ones lenders or investors see. 

Before diving into the tools and sections, take a moment to think about your purpose for writing 
a plan. Are you aiming to secure financing? To clarify a side-hustle idea’s viability? To map out 
growth for an existing small business? Knowing your main goals will shape the tone and detail of 
your plan. 

 

Your Notes & Action Plan: 
• Purpose of Your Plan: Jot down why you are writing a business plan. Is it for yourself 

(clarity and guidance), for a bank loan, for investors, or an academic project? Defining 
the purpose will guide your focus. 

• Audience of Your Plan: Write down who will read the plan. Just you and your team? 
Bank manager? Angel investors? (This will affect how you tailor language and what to 
emphasise.) 

• Personal Goals: Note one or two personal goals you have for your business (e.g. 
“launch by next July and reach 100 customers by year-end”). This will help keep your 
planning grounded in outcomes you care about. 
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Chapter 2:  
Choosing the Right Planning Tool - Traditional 
Plan vs. Lean Plan vs. One-Page vs. Pitch Deck 

 

Not all business plans look the same. In fact, the term “business plan” can mean anything from 
a 20-page formal document to a 1-page sketch on the back of an envelope, depending on the 
context. In this chapter, we’ll overview the main types of planning tools and formats you can 
use, and help you decide which is best for your needs. The four key formats we’ll cover are: 

• Traditional Written Business Plan (full-length document) 

• Lean Canvas (a one-page business model format) 

• One-Page Business Plan (a concise summary document) 

• Pitch Deck (a slide presentation for pitching) 

Each has its advantages and ideal uses. 
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Traditional Business Plan (Detailed Document) 
The traditional format is the comprehensive business plan document that most people think of. 
It contains multiple sections (e.g. Executive Summary, Company Description, Market Analysis, 
Marketing Plan, Operations, Financial Plan, etc. – we’ll cover all these in the next chapter). This 
format is typically text-heavy (though it may include charts and tables) and can range from, say, 
5 pages for a very simple plan up to 30+ pages for a complex venture. 

When to use: This format is best when detail is needed. If you are applying for a bank loan or a 
government startup loan, or pitching to more traditional investors, they might expect a full 
written plan. Many UK banks and institutions have standard expectations for what a business 
plan should include. For example, a bank like NatWest or Barclays will want to see your financial 
forecasts, assumptions, market research, etc. clearly laid out. A detailed plan also serves well 
as an internal reference – a document you and your team can revisit regularly to guide 
operations and measure progress. 

Pros: Very thorough; demonstrates that you have thought through all aspects of the business. 
Lenders in particular appreciate the rigor of a full plan. It can also be easier to adapt into an 
operational plan or a section for each department later, since it contains so much detail. 

Cons: Time-consuming to create. If too long or verbose, it may not be read fully by busy 
investors. As the Start Up Donut (a UK small business resource) notes, lengthy plans “are often 
quickly shelved because they are difficult to use on an ongoing basis” – meaning a 50-page 
tome might sit in a drawer. So, you have to balance detail with usability. 

Lean Canvas (One-Page Business Model 
Canvas) 
The Lean Canvas is a one-page business plan template developed by Ash Maurya (adapted 
from the original Business Model Canvas by Alexander Osterwalder). Instead of a long narrative, 
the lean canvas is typically a one-page grid with nine key sections focusing on your business 
model. Those sections usually include: Problem, Solution, Key Metrics, Unique Value 
Proposition, Unfair Advantage, Customer Segments, Channels, Cost Structure, and 
Revenue Streams. (We will explore each of these in Chapter 4.) 

This format is favored by many tech start-ups and innovators following “lean startup” 
methodology. It’s great for early-stage planning where you are still testing assumptions and 
want a very clear, birds-eye view of how the business will create, deliver, and capture value. 

When to use: Ideal for rapidly developing and testing a business model. If you’re a tech 
startup or launching a new product in an uncertain market, a Lean Canvas helps you focus on 
the most critical elements and hypotheses of your venture. It’s also useful for communication 
within startup teams or with mentors – it gets everyone literally on the same page. 

You might also use a lean canvas as a precursor to writing a full plan. It can be a starting 
framework to ensure you haven’t missed a fundamental piece of the model. 
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Pros: Extremely concise – forces you to distill your business to the essentials. Quick to create 
and update. It’s visually intuitive (often presented as a matrix on a single page). Investors 
familiar with startups will appreciate the clarity and focus on risk assumptions. 

Cons: Because it’s so brief, a lean canvas can overlook important details needed for execution. 
For example, it doesn’t explicitly ask for a marketing strategy timeline or detailed financial 
projections – you would handle those outside the canvas. It’s not usually sufficient on its own to 
secure a bank loan or major investment (but it can complement a pitch). Essentially, it’s a 
planning tool for you, more than a formal document for others – though you can certainly share 
it with interested parties alongside a verbal explanation. 

One-Page Business Plan (Summary Document) 
The term “one-page business plan” here refers to a written summary of the most important 
parts of your plan, condensed into a single page of text or bullet points. This is slightly different 
from the Lean Canvas (which is often structured in boxes). A one-page plan is more like an 
executive summary of your business. It might include a brief description of your business idea, 
target market, competitive advantage, basic sales strategy, and key financial goals, all in a very 
concise format (perhaps under 500 words or broken into a few short sections). 

When to use: Use a one-page plan when you need a quick overview to communicate your 
idea without the fine details. It’s great for networking or as a handout to potential 
partners/investors in early conversations. For example, if you are at a startup event or a casual 
meeting and someone asks about your business, you could share a one-pager rather than a 20-
page plan. Some crowdfunding platforms or startup competitions also ask for short summaries. 

This format is also useful for internal clarity: if you find the full business plan is getting 
unwieldy, summarising it in one page can refocus your team on the core mission and strategy. 

Pros: Very accessible and quick to read. It forces you to articulate what truly matters most. It’s 
easy to update frequently as things change. Also, from a practical standpoint, a one-pager can 
be a starting point – you can then expand any section later if needed. 

Cons: By nature, it leaves out details. You shouldn’t run your business only on a one-page plan 
long-term; eventually, fleshing out the specifics is necessary. Also, some audiences might find it 
too cursory – for instance, a bank probably wouldn’t accept just a one-page overview for a loan 
application. Think of it as an elevator pitch in written form – powerful but brief. 

Pitch Deck (Slide Presentation) 
A pitch deck is a PowerPoint/Keynote (or PDF) presentation typically used to pitch a business 
to investors. Instead of a written report, you create a series of slides with headings, bullet 
points, graphics, and charts conveying the key information about your business. A common 
structure for pitch decks (especially for start-ups seeking venture capital or angel investment) is 
around 10-15 slides covering areas such as: 

1. Title slide: Business name and tagline, presenter’s name/contact. 

2. Problem: What problem are you solving? 
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3. Solution: Your product/service and how it solves the problem. 

4. Market: The target market and opportunity size (how big and growing is the market?). 

5. Competition: Who else is solving this problem, and how you’re different (your USP). 

6. Business Model: How you will make money (revenue streams, pricing). 

7. Traction: Progress to date (customers, users, revenue, or prototype, etc. – anything that 
shows validation). 

8. Marketing & Sales Strategy: How you plan to acquire customers. 

9. Team: The key team members and their relevant experience. 

10. Financials: Summary of financial projections and key metrics (often a 3-5 year outlook 
in brief, and current performance). 

11. Investment Ask: How much funding you seek and what you will use it for. 

12. Milestones/Timeline: (optional) Future roadmap – what’s next after funding. 

13. Conclusion: Wrap up why this is a great opportunity (sometimes combined with ask 
slide or left as a strong closing statement). 

When to use: Use a pitch deck when you are presenting your business in person or via video 
to an audience – typically potential investors, but also possibly at competitions or to strategic 
partners. It’s a must-have if you’re seeking equity investment (angels, venture capital) as it’s the 
standard format for pitching. Often, you’ll send the deck ahead of a meeting or bring it on a 
laptop to present. 

Pros: Highly visual and engaging. A good deck tells a story and can be more compelling than a 
static document. It allows you to convey enthusiasm and personality during a presentation. For 
the audience, it’s easier to digest bullet points and graphics on slides than to read a long 
document, especially during a live pitch. You can tailor the narrative as you speak alongside the 
slides. 

Cons: A deck usually accompanies a talk – so the slides alone might not contain all the details 
(the presenter adds a lot verbally). Without you there to explain, some information might be 
lacking if someone just reads the slides. Also, creating a polished deck with great design can 
take effort or design skill. And, like the one-page plan, a deck is concise; you will still need to 
have backup details (like a full financial model, market research data, etc.) available for due 
diligence after the pitch. 

Choosing the Right Format: The good news is you don’t necessarily have to pick just one. 
These formats can complement each other. For instance, you might start with a Lean Canvas 
to map out your idea, expand that into a Traditional Plan for a bank, and also prepare a Pitch 
Deck for meetings with investors – all for the same business. They will share core information, 
just expressed differently. 

However, if you’re just beginning, focus on the format that best suits your immediate need. Ask 
yourself: 



 

10 
 

• “Who is the primary audience for my plan?” – If it’s a banker or a government startup 
loan assessor, lean toward a Traditional Plan. If it’s an accelerator program or tech 
investor, a Pitch Deck (with maybe a lean canvas attached) might be expected. 

• “How complex is my business?” – A solo freelancer might only need a one-page plan to 
get going, whereas a startup launching a new hardware product might need the full 
detail to account for R&D, supply chain, etc. 

• “Will this plan mostly be for internal use, or to show others?” – For internal strategy, use 
whatever format you and your team find most useful (it could even be a lean canvas 
stuck on the wall). For external communication, consider what format the audience will 
be most receptive to. 

UK Perspective: In the UK, banks and institutions are increasingly open to seeing summaries 
and canvases for initial discussions, but when it comes to formal processes (like applying for a 
bank loan or the UK Start Up Loans programme), you will eventually need a detailed written plan 
and solid financial forecasts. On the other hand, the UK start-up scene (especially in tech hubs) 
embraces lean startup methods – an investor at a London tech meetup might be more 
impressed by a sharp 10-slide deck and evidence of a working concept than a hefty printed 
plan. 

This guide will cover all the above formats in detail in subsequent chapters, so you’ll learn how 
to create each one. You can then mix and match tools as needed. For example, some 
entrepreneurs include a one-page executive summary at the front of their full plan, and also 
have a pitch deck ready for presentations. 

Before moving on, take a moment to decide which format (or combination of formats) you will 
focus on first. 

 

Your Notes & Action Plan: 
• Preferred Format: Note which planning format best suits your situation right now. (e.g. 

“I will start with a Lean Canvas to flesh out the idea, then expand into a Traditional Plan 
for the bank loan.” Or “I mainly need a one-page plan for my own clarity.”) 

• Secondary Formats to Prepare: List any other formats you might need down the line. 
(Maybe you need both a detailed plan and a pitch deck. Or a one-page summary to 
accompany your full plan.) This will remind you to not put all your eggs in one basket. 

• Timeline: Set a rough timeline for creating your plan. For example: “Complete first draft 
of one-page plan this week; develop full plan over the next month; have pitch deck ready 
by June for investor meetings.” Writing this down will help you stay on track. 
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Chapter 3:  
How to Write a Traditional Business Plan  
In this chapter, we will dive into the structure of a traditional written business plan and 
provide guidance on what to include in each section. Even if you intend to use a lean or one-
page format, it’s useful to understand the components of a full plan – these are the building 
blocks of any good planning process. You can scale the detail up or down as needed. 

A typical business plan document for a small business in the UK will include the following 
sections (in this order): 

1. Executive Summary 

2. Company Overview (Business Description) 

3. Market Analysis (industry, competitors, target market) 

4. Products or Services 

5. Marketing and Sales Plan 

6. Operations Plan (incl. location, facilities, etc.) 

7. Management and Organisation 

8. Financial Plan (forecasts, funding needs) 

9. Risk Assessment and Contingencies (optional, but recommended) 

10. Appendices (detailed data, CVs, etc., as needed) 

We’ll go through each of these in detail. Remember, the goal is to keep the plan clear, factual, 
and compelling. Banks like Barclays and NatWest emphasise being realistic with projections, 
thorough with research, and concise in writing – advice worth following. Let’s start from the 
top. 

Executive Summary 
The Executive Summary is arguably the most important part of your business plan. It’s a one- 
to two-page summary of all the key points of your plan, placed right at the beginning. However, 
even though it appears first, many people find it easiest to write the executive summary last, 
after finishing other sections – that way you can pull the most important points from each 
section. 

Purpose: The executive summary should give the reader (often a time-pressed investor or loan 
officer) a clear overview of your business and what you’re asking for. Think of it as your 
elevator pitch in written form. If someone only reads this section, they should still grasp the 
essence of your plan. 
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What to include: In a few concise paragraphs, cover the following: 

• Business idea and goals: A brief description of your business (the name, what you sell 
or do) and what you aim to achieve. For example: “ABC Cakes is a home-based bakery 
specialising in bespoke birthday and wedding cakes in Nottingham. Our goal is to 
become the top specialty cake provider in our city, with a target of 50 orders per month 
by the end of year one.” 

• Market and competition: A sentence or two on your target market and competitive 
advantage. E.g., “We serve health-conscious customers looking for all-natural 
ingredient cakes. Unlike other local bakeries, we offer fully custom designs and cater to 
vegan and gluten-free needs, giving us a niche advantage.” 

• Operations overview: If notable, mention how you’ll operate (online, storefront, 
delivery, etc.) in one line. Possibly also location if it’s important. 

• Financial highlights: Key numbers like expected revenue and profit in the first year or 
two, and how much funding you need. E.g., “We project £80,000 in sales and £15,000 
net profit in the first 12 months. To launch and reach this target, we seek a £20,000 Start 
Up Loan.” 

• Stage of business and timeline: Is it just a concept, or have you started? Mention any 
important milestone achieved (prototype ready, secured a key partnership, etc.) and 
what’s next. “The founder (a certified pastry chef) has tested recipes and sold 100+ 
cakes in 2024 as a side business, confirming strong demand. With funding, we will 
officially launch full-time by Q3 2025.” 

Tips for executive summary: Keep it short and compelling. This section should be ideally one 
page (certainly no more than two). Use clear, punchy language – no jargon. Emphasise the 
opportunity and what makes your business exciting or special. And crucially, make sure it 
matches the details in the rest of your plan (no contradictions). It might be the only part 
everyone reads thoroughly, so make it count! 

(Note: If writing a one-page business plan, that one page is essentially an expanded executive 
summary covering similar points.) 

Company Overview (Business Description) 
This section gives background on your company and sets the context. It’s sometimes called 
Company Description or About Us. 

What to cover: 

• Company basics: The name of your business, its legal structure (sole trader, limited 
company, partnership, etc.), and location. For example, “ABC Cakes Ltd is a private 
limited company registered in England and Wales.” If you haven’t registered yet, state 
the intended structure. 

• Founding history and current stage: When and how was the business started (or when 
will it start)? If it’s a new startup, mention the origin of the idea. If you’re already 
operating, give a brief history – e.g., “Founded in 2023 as a home-based sole 
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proprietorship, we have grown through word-of-mouth and are now incorporating as a 
limited company to expand.” 

• Mission and vision: A concise mission statement – why your company exists, what 
value it provides – and your vision for the future. “Our mission is to bring joy to 
celebrations with beautiful, handcrafted cakes that everyone, including those with 
dietary restrictions, can enjoy. Our vision is to establish a chain of boutique cake shops 
across the Midlands within five years.” Mission/vision statements are optional but can 
strengthen the narrative of your plan. 

• Objectives: It’s good to list 2-3 concrete short-term and long-term objectives for the 
business. For example: “Objective 1: Secure 100 customer orders in our first year. 
Objective 2: Achieve monthly break-even by Month 6. Objective 3: Launch a second 
location by 2027.” This shows you have clear goals. 

• Business model and current operations: Give an overview of how you actually do or 
will make money. What do you sell, and who do you sell to? This can be a brief summary 
here (you will detail products/services and marketing later). For example: “We generate 
revenue by designing, baking, and selling custom cakes directly to consumers. 
Customers order via our website and we deliver locally. Average order value is £100.” If 
you have any unique operational aspects (e.g., you’ve secured a kitchen space at low 
rent, or you operate purely online), mention them. 

• Management & ownership: State who owns the company (you alone? partners? 
investors with shares?). Also introduce key people in management if any (you will 
elabourate in Management section later, so just a sentence or two here). “The company 
is owned and operated by Jane Smith, who will serve as Managing Director. Her partner 
John Doe will join as a marketing advisor with a small equity stake of 5%.” 

The company overview basically tells the reader “who you are and what you’re doing.” It sets 
the scene for the more detailed sections to follow. 

Market Analysis 
Market Analysis demonstrates your understanding of the environment in which your business 
will operate. A strong market section shows that you have done your research on your industry, 
target customers, and competitors. It answers questions like: How big is the market? What 
are the trends? Who are your customers and what do they want? Who else offers similar 
products and how will you compete? 

We can break this into sub-parts:  

• Industry Overview,  
• Target Market, and  
• Competition. 

Industry Overview: Provide some context about the industry you’re in. Is it a growing industry? 
Any relevant statistics or trends? For example, if you’re writing a plan for a tech startup: “The UK 
online education industry is worth £X billion in 2025, and has grown at 15% per year with the rise 
of remote learning. If you’re a local service business, the industry overview might be smaller-
scale: “There are over 50 wedding cake providers in the East Midlands region, with an increasing 
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trend towards bespoke cake designs. The home baking sector saw a resurgence during the 
pandemic and demand remains strong for custom, high-quality products.” Use credible sources 
if possible (market research reports, trade associations, government statistics). Even a couple 
of data points help show an investor that the overall pie is big enough and that you know your 
field. 

Mention any relevant regulations or seasonal factors too. For instance, for a finance-related 
business, note if you need regulatory approval. Or a food business must follow food safety 
regulations (and you will do so). This assures the reader you are aware of requirements. 

Target Market (Customer Analysis): Clearly define who your ideal customers are. Describe 
them in terms of demographics (e.g. age, gender, location, income if relevant) and 
psychographics (interests, behaviors). If you serve multiple segments, identify each. For 
example: “Our primary target market is brides (and grooms) aged 25-40 in Nottinghamshire 
planning weddings with 50+ guests, who value high-quality, personalised touches. A secondary 
market is parents of young children (ages 1-10) in Nottingham looking for custom birthday cakes 
that cater to dietary allergies.” 

Include an estimate of market size – how many potential customers fall into this market, or how 
much they collectively spend. “Approximately 5,000 weddings take place annually in our region, 
and we estimate the total market for wedding cakes locally is ~£500,000 per year. We aim to 
capture a 10% share of this market in 3 years.” If you’re targeting an online/global market, use 
appropriate metrics (number of users, etc.). These numbers can be rough, but they show you’ve 
quantified the opportunity. 

Also discuss customer needs and preferences. What problem or need do they have that your 
business will meet? Using our example: “Through informal surveys and online reviews analysis, 
we found many customers struggle to find bakers who can do elabourate designs with vegan 
ingredients. This health-conscious segment is underserved – they often have to compromise on 
design or taste. Our business specifically caters to this need, providing beautiful cakes without 
common allergens.” Show that you understand what drives customer decisions in your market 
(price, quality, convenience, etc.), and where there might be frustrations you can solve. 

Competition: Every business has competition – even if you think your idea is totally unique, 
customers are currently solving their problem somehow (even if it’s “doing nothing” or DIY). It’s 
crucial to acknowledge your competitors and differentiate yourself. As NatWest’s guide 
humourously notes, “don’t say you have no competition – there’s always competition”. In this 
part, list your main competitors and a brief note on each: 

• Direct competitors: Businesses offering similar products/services to the same 
audience. For our cake shop, direct competitors might be “Sweet Occasions Bakery on 
High Street (focuses on wedding cakes),” “Cakes by Chloe (home baker specialising in 
vegan bakes),” and supermarket bakeries for standard cakes. You don’t need an 
exhaustive list, just the notable ones. 

• Indirect competitors: Alternatives your target customers might use. E.g., for custom 
cakes, indirect competition includes people baking their own cake or buying a simpler 
off-the-shelf cake if custom isn’t available/affordable. 

For each competitor or category of competitor, identify their strengths and weaknesses 
relative to you. You could present this as a short paragraph or a comparison table. Example 
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narrative: “Sweet Occasions Bakery has an established reputation and a retail location, which 
we lack as a home-based business. However, their prices are 20% higher on average and they 
do not offer vegan options, which is our niche. Cakes by Chloe is another home-based vegan 
baker; she has strong social media presence but limited capacity (one-person operation). We 
plan to differentiate by offering a broader range of designs and faster turnaround.” 

Your competitive advantage: Summarise how you will stand out. This might be your unique 
selling proposition (USP) – something you highlighted in your executive summary. It could be a 
combination of factors like price, features, quality, convenience, customer experience, or 
innovation. For instance: “Our competitive advantage is the combination of custom artistry and 
dietary-friendly recipes. Customers who need gluten-free or vegan options currently have very 
limited high-end design choices – we give them that option. Additionally, our e-commerce 
ordering system will make the process more convenient than competitors who often require in-
person consultations.” 

The competition section is not about bashing others; it’s about showing you have market 
awareness and a plan to carve out your share. It reassures readers that you have a realistic view 
of the landscape. 

Market Trends and Opportunities: If not already covered, mention any trends that work in your 
favor. Is your market segment growing? Are consumer habits changing in a way that creates an 
opportunity? For example: “There is a growing trend of consumers seeking personalised 
products and supporting local artisans, which supports our business model of bespoke, locally-
made cakes.” Or “Mobile app usage for personal finance is increasing by X% each year, which 
validates our digital approach to budgeting services.” 

This section can be wrapped up with a summary of the opportunity: “In summary, the market 
analysis shows a strong demand for [your offering] among [target customers], and while 
competition exists, we have a clear gap to fill in terms of [differentiator]. This sets the stage for 
our marketing and sales strategy to capture customers.” 

Products and Services 
Now you get to describe in depth what you are selling – your product(s) or service(s). This 
section can be straightforward, but it’s important to highlight the features and benefits of your 
product/service, and any plans for future development. 

Describe your product or service: Start with the basics of what you offer. If it’s a product, what 
are its key features, variants, and perhaps an overview of the production process. If a service, 
what exactly do you do for the customer. Use clear language and avoid excessive technical 
jargon (unless your audience is technical). For example: “We offer custom-designed celebration 
cakes made to order. Customers can choose from a variety of flavours (vanilla, chocolate, red 
velvet, etc.) and sizes (1-tier, 2-tier, cupcakes), and request bespoke decorative themes. All our 
cakes are made from scratch with organic ingredients. We also provide delivery and setup at 
event venues as an added service.” 

If applicable, mention any unique technology or proprietary aspects of your product. For 
instance, a tech startup might discuss their software or algorithm in simple terms here, or a 
product-based company might mention a patent or unique formula. Keep it understandable; 
detailed specs can go into an appendix if needed. 
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Benefits and value proposition: It’s not enough to list features – tie them to customer benefits. 
Explain how your product/service meets the needs you identified in the market analysis. “For 
busy professionals who lack time to bake but want a personal touch at their events, our service 
provides a convenient online ordering system with guaranteed on-time delivery, eliminating 
stress from event planning.” Or “Because we use high-quality, natural ingredients, our cakes 
taste as good as they look – something that is often lacking in highly decorated cakes, according 
to customer feedback.” 

Current stage of development: If you’re still developing the product or it’s in prototype stage, 
outline what has been done and what remains. “We have perfected 10 core recipes and have 
been selling in small batches. We are now investing in commercial-grade equipment to increase 
capacity.” If you have an MVP (Minimum Viable Product) or a beta version of an app, mention 
what it can do now and what features will be added later. 

Intellectual property: If relevant, note any trademarks, patents, or copyrights you have or plan 
to obtain for your brand or product. For example, “We have registered the business name and 
logo as a trademark. We are in the process of patenting our unique cake preservation technique 
that keeps cakes fresh longer, which is a key innovation of our product line.” For many small 
businesses this may not apply, but tech or product companies might have IP considerations. 

Future products/services: Briefly mention any plans to expand your offerings in the future, 
showing that you have a growth mindset. “After establishing our cake business, we plan to 
launch a line of premium cookies and confections to sell online, leveraging our brand and 
customer base. Additionally, we envision offering cake decorating workshops as a service to 
create another revenue stream and deepen customer engagement.” Keep this part moderate – 
you want to show potential but not distract from the core offering you’re starting with. 

Remember, this section is what you deliver to customers. It should excite the reader about 
your product or service quality and uniqueness. Use images if you have them (in a written plan, 
photos or diagrams can speak volumes – e.g., product shots, screenshots of an app, etc.). In a 
live plan or PDF, embedding a few visuals can help, but since we are in text here, you would note 
that images are available. 

If there are any critical accreditation or standards for your product/service, mention those too 
(e.g., “all our trainers are certified by XYZ” or “we comply with UK safety standards for toy 
manufacturing”). 

Marketing and Sales Plan 
Having a great product is not enough – you need a plan to attract and retain customers. The 
Marketing and Sales section explains how you will reach your target market, convince them 
to buy, and keep them coming back. Essentially: Who are your customers (already covered), 
and how will you get them to know about you and purchase your product/service? 

Break this into a few key components: 

Marketing Strategy: Describe how you will promote your business and generate interest. This 
includes the channels and tactics you’ll use. For a small business or startup, you might focus on 
a mix of digital marketing, traditional advertising, and direct sales efforts. Some points to cover: 
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• Brand & positioning: What is your brand identity and how do you position yourself in the 
market? Are you high-end and premium, or cost-effective and budget-friendly? What 
messaging will appeal to your audience? E.g., “We position ABC Cakes as the go-to 
high-quality bespoke cake service for special occasions – a premium brand known for 
artistry and reliability. Our messaging focuses on ‘making your celebration uniquely 
yours’.” 

• Promotion channels: List the marketing channels you’ll use to reach customers: 

o Online/Digital: Website (and SEO strategy to get found on Google), social media 
(which platforms and why – e.g., Instagram for cake photos, Facebook 
community, maybe Pinterest for inspiration boards), content marketing (like a 
baking blog or recipe videos to draw interest), email newsletters, and possibly 
paid online ads (Google Ads, Facebook Ads) if budget allows. 

o Offline: Local events or fairs (e.g., wedding fairs for the cake business), flyers or 
posters in relevant locations, collaborations with other businesses (like event 
planners or venues who can refer clients). Even local newspaper or magazine 
ads if appropriate. 

o Public relations: Will you seek press coverage? Maybe a story in a local magazine 
about your startup, or a press release for your launch. 

o Word-of-mouth & referrals: Especially for small service businesses, outline how 
you will encourage referrals. “We will implement a referral program: existing 
customers get a 10% discount on their next order for each new client they refer.” 

• Social media and community building: Given many small UK businesses thrive on 
community support, mention your plans for building a following. “We will share our cake 
designs on Instagram and Facebook, engaging with local community groups online. Our 
goal is to gain 5,000 Instagram followers in the first year by posting quality content and 
customer testimonials.” 

• Promotions and incentives: Are you offering initial discounts, free trials, or other 
promotions to attract first customers? “At launch, we will offer a 15% discount on first 
orders and donate 5% of proceeds to a local charity, to build goodwill.” 

Sales Strategy: This covers how you actually sell to the customer once they know about you. 
Depending on your business, this might involve a sales team, an e-commerce site, a physical 
storefront, or other methods. 

• Sales channels: Explain whether sales happen online, in-person, or via third parties. 
For example: “Customers will primarily place orders through our website. We’ve 
invested in an easy-to-use online ordering system with a cake customisation form. We 
will also take orders by phone for those who prefer personal consultation. In the future, 
we aim to partner with local cafes to sell our ready-made cupcakes (wholesale 
channel).” If you have a physical store or office, mention how you’ll use it to drive sales 
(foot traffic, etc.). If you’re doing B2B sales (business to business), describe your sales 
team or personal selling approach. 

• Pricing strategy: How will you price your product or service and why? Explain your 
pricing model and how it compares to competitors. “Our pricing is mid-to-high end: an 
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average wedding cake is £300. This is about 10% above the general market rate, which 
reflects our custom design and premium ingredients. Customers have shown 
willingness to pay a premium for our quality. We also have smaller products (dozen 
cupcakes at £50) to cater to lower budgets and generate volume.” If you have different 
packages or tiers, outline them (perhaps in a brief table in an actual plan). Also mention 
if this pricing yields a good margin for you – ensuring viability. 

• Sales forecast (overview): Tie in a bit of your sales goals from financial section here to 
show targets. “Based on our marketing efforts, we aim to acquire 20 new customers per 
month by the third month, growing to 50 per month by year-end. We anticipate a 
conversion rate of 5% from inquiries to orders initially, improving as our brand reputation 
grows.” This shows you’ve thought of funnel metrics. 

• Customer experience and retention: Explain how you will keep customers happy so 
they return or refer others. “We will focus on excellent customer service – quick 
responses to inquiries, on-time delivery, and a personal touch (a thank-you note with 
each order). Follow-up: after each event, we’ll follow up with the client for feedback and 
encourage them to share photos of the cake on social media (with permission). Loyal 
customers will receive a small discount or a free box of cupcakes on their birthday as a 
thank you.” Happy customers lead to repeat business and referrals, which is gold for 
growth. 

If applicable, include distribution strategy. For a product business, how will you distribute your 
goods? (Shipping via Royal Mail or courier? Selling through an online marketplace as well?) For a 
manufacturing or retail business, outline the supply chain and delivery method. 

Marketing and Sales Budget: Briefly touch on what you’ll spend on marketing and the expected 
return. “We have budgeted £3,000 for marketing in the first year, primarily for online advertising 
and event booth fees. This investment is expected to yield around 200 customer orders, based 
on test campaigns and industry benchmarks.” Align this with the financial plan later. 

Lastly, consider any unique marketing angles: maybe you have a personal brand story you’ll 
leverage (e.g., founder’s story, or you were a winner on a baking TV show), or maybe you’ll create 
viral content. Include that if relevant because it can excite the reader. 

To sum up this section: demonstrate that you know how to find your customers and persuade 
them to buy. Show that your marketing approach is targeted and cost-effective (especially 
important to lenders – they want to see you’re not just “if we build it, they will come” but have a 
plan to get customers). Tie your strategy back to the customer needs identified earlier and the 
competitive landscape (e.g., if a competitor dominates Google search results, you might plan to 
focus on social media or local events instead, etc.). 

Operations Plan 
The Operations section explains how your business will actually run on a day-to-day basis. It 
covers the logistical, physical, and technical aspects of delivering your product or service. 
Essentially, it answers: What is required behind the scenes to make this business work? 

Depending on your type of business, operations can include: location & facilities, equipment, 
suppliers, production process, inventory management, order fulfillment, customer service 
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processes, and quality control. For a very small or simple business, this might be short, but 
don’t skip it – even a consultant or online business has “operations” (their computer, their 
routine, etc.). 

Key sub-topics to address: 

Location & Facilities: Where will your business operate? Mention your business premises or 
lack thereof: 

• If home-based, say so and describe how that works. “The business is initially home-
based, operating out of the founder’s kitchen which has been inspected and registered 
with the local council for food production (as required by law). This keeps overheads low 
in the first year.” 

• If you have a shop, office or production facility: “We have secured a 500 sq ft 
commercial kitchen space in Nottingham city centre. The facility is leased at £500 per 
month. It includes a storefront pick-up area which will also serve as a small retail front 
for walk-in customers.” Highlight why the location is advantageous (e.g., foot traffic, low 
cost, close to suppliers). 

• If you operate online, mention where you base fulfillment or if you use co-working space, 
etc. For an app, maybe location isn’t as relevant, but you might note where servers are 
or that operations are largely virtual. 

Equipment & Technology: List any major equipment or technology needed. For our cake 
business: ovens, mixers, refrigeration, delivery vehicle? For a tech business: development 
computers, software, servers, etc. “Major equipment includes two industrial ovens, a 
commercial mixer, and refrigeration units (total cost £8,000, to be financed by the start-up loan). 
We also have a reliable van for deliveries.” If specialised software or systems are vital (like an 
online booking system, POS system, etc.), mention those and their costs if significant. Modern 
businesses should mention use of basic tech like having a website, using cloud services, etc., 
though details can be brief. 

Production Process or Service Delivery: Explain how you produce your product or deliver 
the service from start to finish. Imagine walking through an order: what happens after a 
customer places an order to the point you fulfill it? 

• For example, “When a cake order is received (via website or phone), we confirm the 
design and send an invoice. Ingredients are sourced fresh from our suppliers within 1-2 
days before the baking date. The cake is baked typically one day prior to the event, 
decorated on the same day for freshness, and delivered on the event day. Our 
production capacity is 3 large cakes or 6 small cakes per day. We schedule orders 
accordingly to not exceed this limit. We maintain a stock of non-perishable ingredients 
and supplies (flour, sugar, decor materials) enough for one month of operations to buffer 
against any supply delays.” This level of detail shows you understand the workflow and 
can meet demand. 

• If you are a service business (say a consultant or an app developer), describe your 
process for delivering the service. “For each new client, we follow a three-step process: 
initial consultation (1 hour, free), proposal and agreement, then execution of the service 
plan which includes weekly updates. We manage projects using [tool] which keeps 
tasks and timelines on track.” 
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Supply Chain & Suppliers: List your key suppliers for raw materials or inventory. Reliable 
supply is crucial. “We purchase our baking ingredients from XYZ Wholesale Ltd, which offers 
bulk prices on organic flour, sugar, etc. Packaging materials are sourced from ABC Packaging 
Co. We have alternative suppliers identified for all key ingredients in case of shortages. We also 
maintain good relationships with local farms for dairy and eggs, ensuring quality and 
traceability.” If any dependency is critical (a sole supplier), address how you mitigate risk (e.g., 
backup suppliers). For a product business with components, mention lead times and how you’ll 
manage inventory. This reassures that you won’t be caught off guard if something in the supply 
chain goes awry. 

Inventory Management: If you will hold inventory (goods for sale or raw materials), explain how 
much and how you’ll manage it. “We will keep an inventory of dry ingredients to cover 
approximately one month of orders, while perishable goods are bought weekly to ensure 
freshness. We use a simple spreadsheet/stock management app to track inventory levels and 
will reorder when stocks fall below reorder points.” If no inventory (like a pure service or digital 
product), you can omit or state not applicable. 

Quality Control: How will you ensure your product or service quality is consistent and high? 
“We have standardised our recipes and have checklists to ensure each cake meets our design 
and taste standards. We taste-test each batch and get client approval on design sketches 
beforehand to ensure satisfaction. For customer service, we track any complaints or issues and 
address them promptly with a policy for refunds or fixes if something goes wrong.” In another 
context, quality control could mean code reviews and testing for a software product, or final 
inspections for a manufactured product. 

Legal and Insurance: Mention any operational legal requirements and how you’ll comply. For 
example, “We have obtained Level 2 Food Safety & Hygiene certification and registered our 
kitchen with the Food Standards Agency via the local council. We carry public and product 
liability insurance (£2 million cover) to protect against any claims, as well as business property 
insurance for our equipment.” If your business requires licenses (like a license to play music in a 
venue, or a license to trade in a certain area), state that you have or will obtain those. Also 
mention health & safety or environmental regulations if relevant and how you comply. 

Staffing (if any) in operations: If you will have staff or contractors in the operations side 
(production, delivery, etc.), mention roles and how many people. For now, maybe you are the 
only one baking. But maybe you plan to hire a part-time assistant when volume increases. 
“Initially, the founder will handle all baking and administrative tasks. Once orders exceed 20 per 
month, we plan to hire a part-time assistant baker to maintain quality and throughput. Delivery 
will be handled by a contracted driver as needed for peak times.” 

Operating Hours: It might seem minor, but for some businesses, stating your operating hours 
makes sense (especially retail or service businesses). “We operate six days a week, Monday-
Saturday. Baking is done in the mornings, and deliveries typically in late afternoons or early 
evenings to align with events. We take Sundays off except for urgent large events.” 

All these details give a reader confidence that you understand what it takes to run the business 
daily. It also allows them to see if your operational plan supports your sales goals. For instance, 
if you project 100 orders a month but you only have capacity for 50, that’s a red flag – but since 
you’ve outlined capacity and hiring plans, it shows alignment. 
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Milestones and Implementation Timeline: It can be helpful to include a brief timeline of 
operational milestones, particularly if some operational setup is still in progress. For example: 
“Q2 2025: Set up kitchen and obtain all certifications. Q3 2025: Begin operations and fulfill first 
orders. Q4 2025: Implement online ordering system integration. 2026: Evaluate need for 
dedicated storefront and possible expansion.” This ties your operations to a schedule and 
shows planning. 

Management and Organisation 
Investors and lenders often say they invest in people as much as ideas. This section is about 
who is running the show and why they are capable of making the business a success. Even for 
a very small business (like a sole trader), it’s important to highlight your skills and any gaps you 
plan to fill. If you’re a student or first-time entrepreneur, focus on relevant experience, 
education, or advisors you have. 

Key Team Members: Identify the founders and key personnel. For each person, provide a brief 
bio emphasising experience that relates to this business. You don’t need a full CV here (and 
NatWest’s guide specifically suggests not to just copy your CV into the plan), but you want to 
cover relevant points. For example: 

• “Jane Smith – Founder & Head Baker. 5+ years of baking experience including a diploma 
in Patisserie from Le Cordon Bleu. Formerly a pastry chef at XYZ Restaurant in 
Nottingham for 2 years. Jane has won several local baking awards and has a strong 
network in the event planning community. She will manage product development and 
day-to-day operations.” 

• If there’s a co-founder: “John Doe – Co-founder & Business Manager. MBA from 
University of Manchester. John has worked in marketing at ABC Food Brands for 3 years, 
developing skills in digital marketing and brand strategy. He will handle marketing, sales, 
and administrative duties, as well as assist in operations during peak times.”* 

For each key person, also mention their role/duties in the company (which might be obvious but 
it’s good to clarify responsibilities if you have a team). Highlight how their background makes 
them suited for that role. 

If you have a board of directors or advisors, list them briefly. For small startups, you might have a 
mentor or an advisor (e.g., someone from an accelerator or a family friend with business 
experience). “We are advised by Emily Green, who has 20 years of experience in the bakery 
industry and is a former owner of a successful cake shop. Emily provides guidance on menu 
development and business strategy on a quarterly basis.” 

Organisational Structure: Explain the company structure. This can be simple if you’re small: 
“As a small start-up, we will have a flat structure initially. Jane handles production, John handles 
marketing/sales, and we share administrative tasks. As we grow, we plan to delegate more 
defined roles, such as a dedicated baker and a customer service assistant reporting to Jane and 
John respectively.” If you have more team members or departments, you can include an org 
chart or describe who reports to whom. For example, “All kitchen staff will report to the Head 
Baker, while sales staff report to the Business Manager.” 
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If your business will need to recruit people (now or later), mention your recruitment plan. “We 
intend to hire two part-time sales associates by Year 2 to manage increased customer inquiries 
and outreach. We’ll seek individuals with baking knowledge so they can effectively consult 
clients.” 

Ownership Structure: Clarify who owns the company and in what proportion (especially if 
multiple founders or if some equity is set aside for investors). “The company is currently 100% 
owned by Jane Smith. In the event of bringing on an investor or partner, ownership structure will 
be updated accordingly (e.g., offering up to 20% equity for the right investor).” If multiple now: 
“Jane holds 70% equity, John holds 30%. We have a mutual shareholders’ agreement in place.” 
If you’re a sole trader, it’s just you – but mention if you plan to incorporate or any changes 
expected. 

External professionals: It’s good to show you know when to seek outside help. Mention any 
external support like accountants, lawyers, or consultants you will use for specialised tasks. 
“We have engaged ACME Accounting Ltd to assist with bookkeeping and annual accounts. Legal 
advice on contracts and trademarking is provided by XYZ Solicitors on an as-needed basis.” If 
you have or will have a creative agency for marketing or a freelance web developer for your site, 
note that too. 

Skills and Gaps: Be honest about any areas where the team might need strengthening and how 
you will address it. Recognising weaknesses is a strength if you show a plan. For instance, 
“While the founding team has strong baking and marketing expertise, we acknowledge a need 
for financial management expertise. We are therefore using a part-time accountant and the 
founder is taking a short finance course to build knowledge in this area.” Or “None of the 
founders have extensive tech background, so we plan to hire a freelance developer to maintain 
the online ordering system.” 

For student entrepreneurs or first-timers, emphasise your enthusiasm, willingness to learn, and 
any relevant academic or project experience. “As recent business graduates, we have a solid 
theoretical foundation and have sought out mentors in the industry to guide us. Our dissertation 
research on consumer behavior in the food sector directly informs our marketing approach.” 
Also, mention if you’ve undergone any entrepreneur training (like an accelerator program or 
online courses). 

Advisory Board (if any): Not all small businesses have this, but if you do have an informal board 
of advisors, list their names and relevant background in one line each. This can boost credibility 
by showing you have experienced people guiding you. 

Remember, the management section’s goal is to convince the reader that the team can 
execute the plan. Show that the team is capable, committed, and has a good balance of skills 
(or that you know how to fill the gaps with outside help or hires). 

Financial Plan 

The Financial Plan is where you lay out the numbers behind your business. It’s often the section 
that lenders or investors flip to after the executive summary. They want to see will this business 
make money? and are the projections realistic? 

For a comprehensive plan, you would include financial statements or projections: Income 
Statement (Profit & Loss), Cash Flow Forecast, and Balance Sheet, typically projected for the 
next 3-5 years (with particular detail for the first year or two). Since an ebook format may not 
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allow full spreadsheets in-line, you might summarise key figures and assumptions and mention 
that detailed spreadsheets are available in an appendix or upon request. 

Key components to cover: 

• Startup Costs & Funding Requirements: Begin by outlining how much money is 
needed to start or grow the business and what it’s for. “Startup expenses are estimated 
at £15,000, which covers equipment (£8k), initial ingredient stock (£1k), website 
development (£1k), marketing for launch (£2k), and working capital reserve (£3k). Jane 
Smith has invested £5,000 from personal savings. We are seeking a £10,000 Start Up 
Loan to cover the remaining startup costs and provide a cash buffer.” If you already 
started and have incurred costs, mention those and any investment to date. Clearly 
state how much funding you’re asking for (if you are asking) and in what form (loan, 
equity). If not asking for external funds, state how you will finance (e.g., all personal 
funds or business revenue). 

• Sales Forecast: Project your revenues, ideally monthly for year 1 and annually for years 
2-3 (or 5). Explain the assumptions behind your revenue projections. “We project 
£50,000 in sales in Year 1, growing to £90,000 in Year 2. This is based on serving 20 
customers/month on average in Year 1 (with an average order of £200), scaling up to 35 
customers/month by Year 2 as marketing efforts increase awareness. We assume a 
modest growth as we establish our reputation, and capacity constraints limit us to ~40 
orders/month with current resources.” Breaking it down: show you thought about 
number of customers, price per sale, maybe seasonal fluctuations (if relevant – e.g., 
more orders in summer wedding season, etc.). If multiple products or services, forecast 
each category. In our example: “Wedding cakes will constitute 60% of revenue, 
birthday/occasion cakes 30%, cupcakes and others 10% in the first year.” 

• Cost Forecast: Outline your expected costs, separating fixed costs (overheads that 
don’t vary with sales) and variable costs (cost of goods or services per sale). 

o Fixed costs: rent, utilities, salaries (if you pay yourself or others a fixed salary), 
insurance, marketing budget, internet, accounting fees, etc. “Our fixed operating 
costs are ~£1,200 per month, which includes £500 rent, £100 utilities, £100 
insurance, £200 marketing, £100 web/software subscriptions, and £200 
miscellaneous/admin.” If you (the owner) are not taking a salary initially, mention 
that but also note what a reasonable draw would be once profitable or for 
personal survival (some lenders like Start Up Loans ask if your personal survival 
budget is considered). 

o Variable costs (Cost of Sales): These are costs directly tied to each sale. For the 
cake biz: ingredients and packaging per cake, maybe extra labour per cake if 
using contractors, delivery fuel per delivery. “Our gross margin is ~70%. For a 
typical £200 cake order, about £60 covers ingredient and packaging costs, 
leaving £140 gross profit to contribute to labour and overheads.” If you have 
many products, you can generalise or give an average percentage. The gross 
margin is important; investors will compare it to industry norms. Ensure you’ve 
included all likely direct costs (including any payment processing fees if selling 
online, etc.). 
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o It’s good to show a break-even analysis: how many sales or what revenue is 
needed to cover all costs. “We break even at approximately £1,200 in sales per 
month, which is roughly 6 cake orders, given our fixed cost base and gross 
margin. We expect to reach this break-even point by the 4th month of operation.” 
This indicates how feasible it is to at least not lose money and by when. 

• Profitability: Based on the above, state your expected profit (or loss) in the first year and 
beyond. “After initial startup costs, we expect a net loss of £5,000 in the first year, as we 
build our customer base (due partly to depreciation of equipment and heavy marketing 
spend). By Year 2, we project a net profit of ~£15,000, and Year 3 ~£30,000 as sales grow 
and our fixed costs remain relatively stable.” If you anticipate profitability in Year 1, great 
– show that. If not until Year 2 or 3, that’s common for startups; just clarify the trajectory 
to profitability. 

• Cash Flow Considerations: Profit is not the same as cash flow. Explain any key points 
about cash flow management. “We anticipate some cash flow tightness in the first few 
months, due to upfront expenses (e.g., buying equipment and initial inventory) before 
sales ramp up. The £10,000 loan will provide working capital to cover these gaps. We 
forecast maintaining a minimum cash buffer of £2,000 each month. Our business largely 
operates on immediate payment (customers pay when ordering), which helps cash flow. 
We do not extend credit to customers – orders must be paid 50% upfront and 50% on 
delivery. Suppliers mostly offer 30-day payment terms, which aids our cash flow.” This 
kind of detail shows you’ve thought about how money moves in and out. For businesses 
that invoice clients with net terms, cash flow forecasting is crucial to mention. 

• Funding Plan / Use of Funds: If you are asking for funding (loan or investment), detail 
how exactly that money will be used. Lenders especially want to see it’s going into the 
business, not, say, into your pocket (except reasonable working capital or salary if 
justified). “The £10,000 funding sought will be allocated as follows: £8,000 for 
purchasing equipment (as listed in startup costs), £1,000 for initial ingredient stock and 
packaging, and £1,000 reserved as working capital for marketing and operating 
expenses in the first three months.” If seeking an investment for growth, outline what 
that investment enables (e.g., scale marketing, hire key staff, develop new product lines, 
etc.) and possibly mention expected return for investors if relevant (though detailed 
return to investors might be beyond scope for plan stage, usually it’s discussed in 
person). 

• Financial Assumptions: It’s wise to list or mention key assumptions used in your 
projections. That might include: 

o Pricing (e.g., average price of £X per unit, with a certain product mix), 

o Growth rate of sales (e.g., expecting 10% monthly growth in first year after initial 
ramp, or X new customers per week), 

o Seasonality (e.g., expecting a dip in January, peak in summer, etc.), 

o Expense inflation (if you assume costs like ingredients go up 5% a year, etc.), 

o Any loan interest rates or repayment schedules if applicable (if you take a loan, 
include the repayment as an expense in cash flow). 
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o If you are a limited company planning dividends or owner’s draw, mention 
modestly if you plan any drawings. 

You don’t need to show the entire spreadsheet in the text, but summarising assumptions helps 
the reader trust your numbers. For instance: “Our financial projections assume modest growth 
and conservative estimates: we start at 10 orders in the first month and add 5 more orders per 
month up to a cap of 40 per month by end of Year 2. We assume ingredient costs may rise 3% 
annually. Marketing spend is increased by 50% in Year 2 to drive further growth. No major 
unforeseen expenses are assumed beyond a 5% contingency in the costs.” 

• Scenario or Risk Analysis (optional but useful): Acknowledge how you’ll handle if 
things go differently than forecast. “We have also considered a conservative scenario 
where sales are 50% of our forecast in the first six months. In that case, we would 
reduce discretionary marketing spend and hold off on hiring, which would keep the 
business near break-even. Even in this scenario, the cash infusion from the loan covers 
expenses, and we’d still reach profitability by Year 2. In a stronger-than-expected 
scenario (double sales by Year 2), we might need to invest in a second oven and hire an 
additional baker, which could be financed through retained earnings or a small 
additional loan.” This shows flexibility and preparedness for uncertainty, which is a sign 
of good management. 

• Break-even Analysis: We touched on it, but you can formally state when in time you 
break even (both monthly break-even, and payback period for initial investment). “By 
month 5 we expect monthly operations to break even (monthly revenue covers monthly 
expenses). Cumulatively, we recoup initial losses by the middle of Year 2, effectively 
breaking even on our initial investment by that point.” 

• Exit Strategy (for investors, if applicable): If you are writing for an investor rather than a 
lender, they may want to know how they could eventually get a return (e.g., through sale 
of company or buyback of shares). For most small businesses, especially if aiming for a 
loan, this might not be relevant to detail. But if you expect to scale and maybe sell the 
company in 5-10 years or go public, you can mention long-term plans. This is more 
common in startup tech plans. 

Ensure all financial figures tie together logically. For example, if you said you’ll hire staff in 
management section, make sure their salaries are in the financials. If you mentioned a 
marketing strategy costing £X, ensure that cost is reflected. Consistency is key. 

Since we are not literally attaching the spreadsheets here, an investor or bank manager might 
ask to see the detailed projections. Be prepared with a separate Excel file or appendix in an 
actual document. In the context of this guide, just explaining these components thoroughly is 
our aim. 

One more tip: use charts if possible in a full document. Graphs of revenue growth, break-even 
point, or pie charts of revenue by product can quickly convey the financial story. In our text here, 
we’ll describe rather than show visuals, but keep it in mind. 

Risk Assessment and Contingency Plans 

Many plans include an analysis of risks – because savvy readers know no plan goes 100% as 
expected. You may already have touched on risks in earlier sections (market competition, etc.), 
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but it’s good to have a section discussing the major risks to your business and how you will 
mitigate them. This shows foresight and preparedness. 

Common risk categories to consider (as NatWest also highlights: compliance, operational, 
financial, etc.): 

• Market Risk: What if the market need is smaller than anticipated, or trends change? 
How will you adapt? Perhaps you’ll pivot to a different customer segment or adjust 
pricing. For our bakery, risk: maybe fad diets (keto, etc.) reduce demand for cakes – 
mitigation: expand into healthier dessert options or marketing moderation/celebration 
messaging. 

• Competitive Risk: A new competitor could appear or an existing one might cut prices. 
How to respond? Emphasise your unique quality, or diversify offerings, or focus on 
customer loyalty programs so clients are less swayed by price wars. 

• Operational Risk: Things that could disrupt operations, like equipment breakdown, 
supplier issues, or accidents. Mitigation: have backup equipment maintenance plans, 
alternate suppliers as mentioned, insurance to cover losses, etc. “We have factored in a 
contingency budget for equipment maintenance and will schedule regular servicing of 
the ovens to prevent breakdowns. In case of a personal emergency (since I’m the main 
baker), I have a network of fellow bakers I can subcontract to fulfill orders if needed 
temporarily.” 

• Financial Risk: Perhaps sales take longer to ramp up, or costs are higher. We did 
scenario analysis; mention measures like cutting optional expenses, or having a line of 
credit for cash flow emergencies. Also currency risk if you import supplies (likely 
minimal for a local biz but big for some). 

• Regulatory Risk: Any regulation changes that could impact you. E.g., new health 
regulations, changes in tax law (like VAT rules) etc. Not always predictable, but you can 
say you stay updated and are ready to comply or adjust pricing accordingly if costs rise 
due to regulatory compliance. 

• Economic Risk: In general, what if there’s an economic downturn (people spend less on 
luxury cakes)? Perhaps you plan to have some more affordable product lines or 
emphasise value-for-money in marketing during such times. 

• Key Person Risk: If the business heavily relies on one person (you), that’s a risk. 
Solution: cross-train team, have insurance (like keyman insurance), or build systems so 
that if you needed to step out, the business can still function at least minimally. 

List 3-5 major risks with a line or two on mitigation for each. This doesn’t have to be exhaustive, 
but enough to show you’re not oblivious to challenges. 

For example, present it as: 

• Risk: Low early sales revenue. Mitigation: Maintain a lean cost structure; use part-time 
help only as needed; have personal savings to draw on if necessary; ramp up marketing 
or promotions if traction is slow. 
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• Risk: Supplier discontinuation of key ingredient. Mitigation: Identify at least two 
suppliers for each critical ingredient; keep emergency stock that covers at least one 
extra month of production. 

• Risk: Reputation risk from a few bad reviews (in food business). Mitigation: Ensure 
quality control and customer satisfaction are top priority; address any negative 
feedback immediately by offering refunds or replacements; encourage happy customers 
to leave positive reviews to build a cushion of goodwill. 

Conclude the risk section by conveying that while risks exist (as in any venture), you have plans 
in place and the business is resilient. Perhaps mention that overall, the opportunity outweighs 
these manageable risks. 

At this point, we’ve covered all the main sections of a traditional business plan. Together, they 
provide a comprehensive picture: from what the business is and why it will succeed, to how it 
will operate and how the finances look. 

Remember: In an actual written plan, formatting things clearly (headings, bullet points, tables 
for financials, etc.) is important. Make it easy to scan and find details. Double-check grammar 
and numbers (as NatWest said, you get one chance at first impression – errors can hurt 
credibility). It’s often a good idea to have a colleague or mentor review your plan for clarity and 
completeness before you finalise it. 

 

Your Notes & Action Plan: 
• Drafting Sections: Identify which sections of the traditional plan you need to flesh out 

the most. Write down a to-do list, e.g., “Gather market research data for Market 
Analysis,” “Outline bullet points for Marketing Plan,” “Ask accountant friend to review 
Financial Plan assumptions.” 

• Questions to Research: List any questions you have after reading this chapter that you 
need to research. (e.g., “What is the total market size for my industry in the UK?” or 
“What permits do I need to operate from home?”) Answering these will strengthen your 
plan. 

• Review and Feedback: Write down one or two people who could provide constructive 
feedback on your draft plan (a mentor, a business adviser at your bank, a fellow 
entrepreneur). Plan to share your draft with them by a certain date. 

• Realism Check: Take a moment to review your own draft numbers and claims. Note 
here if anything feels uncertain. (e.g., “Is my sales forecast too optimistic? Perhaps 
assume 3 cakes/week instead of 5 in first months.”) Adjust your plan accordingly. It’s 
better to under-promise and over-deliver in projections. 

 

 

 

 



 

28 
 

Chapter 4:  
The Lean Canvas – Planning Your Business on 
One Page 
While the traditional business plan is detailed, sometimes you need a simpler, faster way to 
plan – especially in the early stages of a startup or when you want to quickly test and 
communicate a business model. This is where the Lean Canvas comes in. In this chapter, we’ll 
explain what the Lean Canvas is, walk through its components, and show you how to create one 
for your business. 

What is a Lean Canvas? 

The Lean Canvas is a one-page business plan template that helps you focus on the most 
important aspects of your business model. It was adapted from the Business Model Canvas (a 
strategic management template by Alexander Osterwalder) by Ash Maurya, specifically to suit 
startups and innovators. The lean canvas emphasises finding a product-market fit and 
identifying risks early. 

Imagine dividing a single page into a grid of nine boxes, each representing a key element of the 
business. By filling in each box succinctly, you get a snapshot of how the business intends to 
make money and why it will succeed, all on one page. 

The nine components of the Lean Canvas are: 

1. Problem 

2. Customer Segments 

3. Unique Value Proposition 

4. Solution 

5. Channels 

6. Revenue Streams 

7. Cost Structure 

8. Key Metrics 

9. Unfair Advantage 

If you haven’t seen a Lean Canvas before, think of it like a cheat-sheet for your business. It’s 
especially useful for tech startups or any business in a hypothesis stage – you list out 
assumptions (like who the customers are, what problem you solve, etc.), which you can then 
test. It’s also a great communication tool: you can show someone your lean canvas and they’ll 
grasp the whole business concept quickly. 

Let’s go through each part and what to write in it: 
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1. Problem: List the top 1-3 problems that your target customers face – the problems your 
business will solve. These should be specific pain points or needs. For example, say you’re 
creating a new budgeting app for students. Problems might be: “Students find it hard to track 
their daily expenses,” “Existing finance tools are too complicated or boring for young users,” 
“Overspending due to lack of real-time budget feedback.” Focusing on the problem ensures 
you’re addressing a real need. 

Additionally, some versions of the canvas include identifying Existing Alternatives here – i.e., 
how people solve these problems today (which essentially points to competition or workaround 
solutions). E.g., “Alternatives: Many students use spreadsheets or just rely on checking their 
bank balance occasionally; some ignore budgeting altogether.” This highlights the gap you 
intend to fill. 

2. Customer Segments: Who are your target users/customers? Identify specific segments. On 
a Lean Canvas, space is limited, so be concise but clear. “Customer Segment: University 
students in the UK, age 18-25, who live away from home and manage their own finances for the 
first time. Secondary: recent graduates in first jobs struggling with budgeting.” You can also 
mention an early adopter profile: who will be most likely to use it first? Perhaps “tech-savvy 
students already trying to budget.” Each segment should align with a problem you listed. You 
can even label Problem 1 relates to Customer Segment A, etc., if helpful. 

3. Unique Value Proposition (UVP): This is a clear statement of the unique benefit you offer to 
customers and why you’re different from the rest. It’s the answer to “what’s in it for the 
customer?” and “why choose us?” A UVP should be concise and compelling. Often it’s phrased 
as a tagline or a sentence. For our budgeting app example: “The budgeting app that makes 
saving money as easy (and fun) as spending it.” Or more straightforward: “Real-time, simple 
budgeting tailored for students.” The UVP sits at the centre of the canvas for a reason – it drives 
home your main promise. 

A useful approach is to think about the high-level concept (e.g., “We are the [Uber] for [X]”) if 
that helps relate your idea to something known. But also stress your unique angle. Your UVP 
should ideally be something competitors can’t easily claim. If you have a hard time identifying it, 
think about your biggest differentiator or the biggest benefit. 

4. Solution: In the Lean Canvas, once you’ve defined problems, you outline the top 1-3 features 
of your solution that address those problems. This is not as in-depth as the product section in a 
full plan, just the core of what you’re offering. For the budgeting app: “Solution: 1) A mobile app 
that links to bank accounts to auto-track spending; 2) Instant alerts and emojis to indicate 
spending status (fun, game-like feedback); 3) A simplified budgeting tool that auto-adjusts daily 
allowance based on spending.” These features directly tackle the listed problems (e.g., problem 
of not tracking – solved by linking accounts and auto-tracking with alerts). 

5. Channels: Channels are the paths by which you reach and acquire customers. Essentially, 
your marketing and distribution strategy at a high level. List key channels: “Channels: Social 
media marketing (Instagram, TikTok aimed at student life tips), student ambassadors on 
campus, partnerships with student unions, app store listings and SEO for ‘budgeting for 
students’.” If you have both marketing channels (to create awareness) and sales channels (to 
actually deliver product), include both if needed. For example, an e-commerce biz might list 
“Instagram ads” and “our own website (online store)” as channels. 
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Since Lean Canvas is often used for startups, you can also indicate which channels you’ll start 
with – maybe cheap/free ones at first (like content marketing) before paid ones. 

6. Revenue Streams: How will you make money from this? List your sources of revenue. Be 
specific about the model (one-time sales, subscriptions, commission, etc.) and price points if 
known. For the app: “Revenue: Freemium model – app is free, but premium version at 
£2.99/month adds advanced features and merchant discounts; Also potential affiliate 
commissions on referred financial products (like student bank accounts).” If multiple streams, 
list them, even if some are future. But highlight the primary one. If you’re pre-revenue, you still 
need a hypothesis here (you can’t leave it blank – you need to know how it could make money, 
even if your initial focus is growth over revenue). 

7. Cost Structure: List the major costs inherent in delivering your solution. On a lean canvas, 
you focus on the big cost buckets – especially those tied to your key activities. For example: 
“Costs: App development (initial build + ongoing updates), server hosting costs, marketing 
spend (digital ads, campus events), and operational overhead (2 founders’ living costs, any 
office or software tools).” This pairs with Revenue Streams to give an idea of profitability. Are you 
a low-cost, high volume play, or high-margin premium? In our example, costs are moderate, 
mainly development and marketing. Lean canvas doesn’t require detailed numbers here, but 
you can note if something is particularly costly (e.g., “customer acquisition cost approx £5/user 
via social ads”). 

8. Key Metrics: This is a very lean startup concept – think about what numbers will tell you if 
you’re succeeding. These are the measurable indicators that show progress or success for 
your specific business model. For apps, often metrics like user acquisition, retention, 
engagement (daily active users), monetisation rate, etc. For a typical SaaS or app: “Key Metrics: 
Monthly active users, conversion rate to premium, churn rate (cancellation), customer 
acquisition cost (CAC), and lifetime value (LTV).” For other business types, metrics could be foot 
traffic, conversion rate from trials to paid, repeat purchase rate, etc. Essentially, what will you 
measure to know if the business is healthy. Limit to the most critical few. 

9. Unfair Advantage: This is a fun one – it means what do you have that cannot easily be copied 
or bought by someone else? It’s what sets you apart in a lasting way. Investors love to see an 
unfair advantage because it hints at defensibility of the business. Examples include things like: 
a patent, exclusive licenses, a strong personal brand or community following, insider knowledge 
or expertise, a unique partnership, or even “the team” if you have superstars. It could also be 
momentum (if you already have traction that others don’t). For a student budget app, an unfair 
advantage might be: *“Founding team ...Unfair Advantage might be something like: “Our 
founding team includes a former student union president with an extensive campus network, 
giving us promotion access no competitor can easily replicate,” or “We have a proprietary 
algorithm/patent that significantly improves accuracy.” Essentially, your unfair advantage is 
what sets you apart in a way that is hard for others to copy (be honest here – if you don’t have 
one yet, note a strength like expertise or a community, and work toward building a more 
concrete advantage). 

Now, with all nine sections filled, you have your business model on one page.  
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Here’s how a simplified Lean Canvas might look for our example (Student Budgeting App): 

• Problem: 1. Hard for students to track spending; 2. Existing budgeting tools are 
boring/complicated; 3. Students often overspend without realising. 

• Customer Segments: UK university students (18–25) managing finances 
independently; early adopters = tech-savvy, budget-conscious students. 

• Unique Value Proposition: “Budgeting made easy and fun for students.” (Real-time 
spending tracker with playful feedback that keeps you on budget.) 

• Solution: Mobile app that auto-tracks expenses via bank integration, sends friendly 
spend alerts, and gamifies saving money. 

• Channels: Social media (Instagram, TikTok) for student finance tips; partnerships with 
universities and student unions; App Store optimisation. 

• Revenue Streams: Freemium app – free basic version, £2.99/month premium upgrade 
for extra features; affiliate commissions from partner banks or brands. 

• Cost Structure: App development and maintenance, server hosting, marketing (social 
ads, campus events), small customer support team. 

• Key Metrics: Monthly active users, % of users who upgrade to premium, customer 
acquisition cost, retention rate (90-day). 

• Unfair Advantage: Founder is a student finance YouTuber with 50k followers (built-in 
audience); exclusive partnership with a national student organisation. 

In practice, you would write these in the corresponding boxes of a Lean Canvas diagram (there 
are free templates online). The beauty is that you can see how each part connects. For instance, 
your revenue streams should logically flow from your customer segments via your channels, 
and your cost structure relates to your solution and channels, etc. 

How to Use the Lean Canvas: It’s not meant to gather dust. It’s a living document. As you test 
assumptions (for example, you might interview students and find out what they really need), you 
will update the canvas. If you discover a new problem or a better UVP, edit that box. 
Entrepreneurs often iterate on the canvas before writing a larger business plan or building an 
MVP. 

For a UK context, a Lean Canvas can be great when you’re applying to innovation programs or 
pitching an early idea — it shows you’ve thought of all key elements without overwhelming with 
detail. However, remember that the Lean Canvas complements, not completely replaces, a 
full business plan. It doesn’t contain detailed financial projections or elabourate marketing 
plans, but it ensures your broad model is sound. You might use the canvas to stay focused on 
solving the right problem and then expand parts of it into a more detailed plan or pitch when 
needed. 

Tip: Pair the Lean Canvas with customer research. For each assumption on the canvas (e.g., 
“students want fun budgeting app”), identify how you will validate it – maybe through a survey at 
a university or a prototype test. The canvas is a hypothesis; real-world feedback will turn it into 
reality. 
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In summary, the Lean Canvas is a powerful tool for clarity and agility. Many UK start-ups find it 
helpful to print it out and stick it on the wall or keep it on one page for team reference. It keeps 
everyone aligned on the core of the business. Once you’re confident in your lean canvas (i.e., 
you feel good about the problem-solution fit and revenue model), you can use it as the 
foundation for writing your full business plan or as a quick way to communicate your idea to 
mentors and early-stage stakeholders. 

 

Your Notes & Action Plan: 
• Create Your Lean Canvas: Grab a one-page template (or draw 9 boxes on paper) and fill 

in your business’s Lean Canvas. Don’t worry about getting it perfect – write down your 
best guesses for now. 

• Identify Assumptions: Mark which elements of your Lean Canvas are assumptions that 
need to be tested. (For instance, “Will customers pay £X for this?” or “Is Problem Y really 
painful enough?”) Plan how you might test each – e.g., talk to potential customers, run a 
small ad experiment, etc. 

• Refine Your UVP: Try writing a draft Unique Value Proposition for your business in one 
concise sentence. Note a few variations if you’re not satisfied, and get feedback from 
someone (do they immediately understand and get excited by it?). Jot down the best 
version in your notes. 

• Keep it Visible: Put a reminder to revisit your Lean Canvas regularly. Perhaps set a 
calendar alert for a monthly review. In your notes, write when you’ll next update the 
canvas based on new insights (for example, “Update canvas after talking to 10 potential 
customers, by 15th May”). This keeps your planning dynamic. 
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Chapter 5:  
Crafting a One-Page Business Plan (Summary 
Blueprint) 
Sometimes you may not need a multi-page document, but the one-page Lean Canvas format 
might be too terse or technical for your audience. Enter the one-page business plan narrative – 
essentially a very concise summary of your plan, written in a few paragraphs or bullets on a 
single page. This format is excellent for a quick overview, personal use, or as a teaser 
document to spark interest (which can then be followed by your detailed plan or pitch deck). 

What is a One-Page Business Plan? 

A one-page business plan is basically the key points of your business plan distilled onto one 
page of A4 (or even a slide). It’s often structured like a summary covering the who, what, why, 
how, and how much of your business. Think of it as an executive summary without the rest of 
the document attached. 

The tone can be slightly less formal than a full plan, but it should still be professional and 
compelling. Clarity and brevity are crucial – every sentence counts. While a Lean Canvas uses 
terse phrases in boxes, a one-page plan is usually written in full sentences or bullet points in a 
logical flow (introduction of the business, market, product, strategy, financial highlights). 

How to Structure Your One-Page Plan 

There’s flexibility in how you present it, but here’s a common structure you can use as a 
template: 

• Business Overview: A brief introduction to your company and what it does. Include the 
business name, location, and nature of business. Example: “ABC Cakes is a boutique 
custom cake bakery in Nottingham specialising in vegan and gluten-free designs. 
Founded by an award-winning pastry chef, the business aims to make celebrations 
memorable with beautifully crafted, dietary-inclusive cakes.” 

• Problem & Solution (Market Need): A sentence on the customer need or gap in the 
market, and a sentence on how your business addresses it. “Many customers struggle 
to find celebratory cakes that meet dietary restrictions without compromising on design 
and taste. ABC Cakes solves this by offering fully custom, allergen-friendly cakes that 
are as delicious as they are artful.” 

• Target Market: Who you sell to, succinctly. “Our primary market is health-conscious 
brides and event planners in the East Midlands seeking high-quality bespoke cakes, as 
well as parents of children with allergies across the UK via online orders.” 

• Competitive Advantage: What makes you stand out. “Unlike conventional bakeries or 
purely vegan bakeries, we combine artistry (custom designs) with specialist baking 
(vegan/gluten-free) – a unique dual expertise. Our online ordering and consultation 
system also differentiates us, providing convenience that local competitors lack.” 



 

34 
 

• Products/Services: Outline what exactly you sell, in brief. “Products include custom-
designed tiered cakes (wedding, birthday, corporate) and a line of ready-made ‘free-
from’ celebration cakes available for next-day delivery. Services include consultation, 
delivery, and setup at venues.” 

• Marketing & Sales Strategy: How you will reach customers and sell. “We attract clients 
through Instagram and Pinterest portfolios, showcasing our designs, and through 
partnerships with wedding venues and planners who refer specialty cake needs to us. In 
addition, we attend bridal fairs and leverage glowing testimonials from clients to 
generate word-of-mouth. Sales are made directly via our website and in-person 
consultations.” 

• Key Milestones & Traction: (If applicable) Mention any notable progress or 
achievements so far, or future milestones. “In our first 6 months, we fulfilled 50 custom 
orders and achieved a 5-star Food Hygiene Rating. We have a growing social media 
following of 3,000 and have secured a preferred vendor spot with two popular wedding 
venues. Our goal for next year is to double orders and open a small storefront 
showroom.” If you’re a startup without traction yet, you can mention near-term 
milestones, like launch dates or prototypes. 

• Financial Snapshot: Summarise the financial projections or performance in a couple of 
numbers. “The business is on track to generate £80,000 in revenue in year one with a net 
profit of £10,000. We project reaching £150,000 revenue by year three with a 20% profit 
margin. Startup costs are £20,000, already funded by the founder and a startup loan.” If 
seeking funding, clearly state what you need: “Seeking a £10,000 loan/investment to 
purchase a larger oven and fund marketing, which will enable a 2x increase in capacity.” 
Only include a few key figures (revenue, profit, funding need) so as not to overwhelm. 

• Team: One sentence on who’s running the business. “Founded and run by Jane Smith, a 
Le Cordon Bleu-trained pastry chef, supported by a part-time business manager with 5 
years of marketing experience. Advisory support from the Nottingham Business & IP 
Centre.” This highlights credibility without a full bio. 

• Call to Action (if external use): If you’re using this one-pager to solicit something 
(investment, a meeting, etc.), end with that. “Currently seeking local partners and 
funding to expand production capacity. For more information, contact Jane at [email].” If 
it’s just for internal or general use, you might skip this. 

To keep it on one page, use short paragraphs or bullet points for each of the above, and aim for 
maybe 300-500 words total. Use bold headings or labels (like “Market:” or “Team:”) to make it 
scannable. You can also format it in two columns to utilise space (common in one-page 
summaries). 

Tips for Writing a One-Page Plan: 

• Use plain language: Avoid jargon or overly academic terms. The one-pager should be 
very accessible. Assume the reader knows nothing about your business or industry and 
give them the gist in plain English. 

• Focus on the narrative: Even though it’s short, it should tell a cohesive story: There’s a 
need, we have a great solution, we know how to reach customers, we can make money, 
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and we have the right team to do it. This story arc convinces the reader that all the 
pieces make sense together. 

• Be specific where it counts: It’s easy to fall into vagueness to keep it short (“We will 
use various marketing strategies” – that says nothing). Instead, pick the two most 
important channels and mention them, for example. It’s better for the reader to grasp 
concrete plans than generic statements. 

• Format for clarity: Use line breaks or bullets to separate ideas. Many one-page plans 
fail because they become one giant block of text – don’t do that. White space is your 
friend. For instance, you might bullet the Problem/Need, Solution, and Target Market for 
clarity, then have a short paragraph on strategy and a short paragraph on financials. 

• Edit ruthlessly: Write a draft that might be 2 pages, then trim it down. Combine 
sentences, remove redundant words (“advance planning” can just be “planning,” etc.), 
and ensure every piece of information earns its place. Reading it aloud can help identify 
clunky or long-winded bits. 

• No confidential details: Since one-pagers are often shared, be careful not to include 
any sensitive information (like exact customer names if B2B and under NDA, or any 
secret sauce details you don’t want public). It should be mostly high-level. 

When to use the one-page plan: It’s great for early-stage discussions, introductions, or as a 
cover sheet to a more detailed plan. Some entrepreneurs include it as an overview section in 
the full plan (as the executive summary). Also, if you’re a student submitting a business idea in 
an assignment or competition, sometimes they ask for a one-page summary – now you’ll have 
the format to do it. 

 

Your Notes & Action Plan: 
• Draft Your One-Pager: Using the suggested structure, write a draft one-page summary 

for your business. Try to hit all the main points in brief. Don’t fuss over wordsmithing at 
first – just get the key information down. 

• Peer Review: Identify one person (a friend, mentor, or someone not deeply familiar with 
your business) and plan to show them your one-page plan. Note their name here and a 
date to get feedback. Ask them if it makes sense and what wasn’t clear – this will show if 
your summary hits the mark. 

• Cut to Core: Challenge yourself: if you had only 30 seconds to explain your business, 
what would you say? Jot that down. This exercise often helps you refine the one-pager 
further, focusing on the most persuasive elements. 

• Ensure Consistency: Check that the numbers or claims on your one-pager align with 
your more detailed plan (if you’ve written one). In your notes, list any discrepancies to fix 
(e.g., if one-pager says £80k Year 1 revenue but detailed financials say £75k, decide 
which is correct and align them). 
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Chapter 6:  
Designing an Effective Pitch Deck 
A pitch deck is often the next step after you’ve refined your business concept and maybe 
written a summary or plan. It’s a visual presentation, typically 10–15 slides, that you use to pitch 
your business to investors, lenders, or even potential partners and mentors. In the UK start-up 
scene, pitch decks are standard for pitching angel investors, venture capitalists, or at pitching 
competitions. But even for a small business loan, you might use a short slide deck when 
meeting a bank’s startup advisor to succinctly present your case. 

In Chapter 2, we outlined typical content for a pitch deck. Here, we’ll focus on how to create a 
compelling deck and present it, plus some do’s and don’ts (since a pitch deck is as much 
about the delivery as the content). 

Key Slides in a Pitch Deck 
To recap, a classic deck for an investor pitch might include slides (not necessarily all, and order 
can vary): 

1. Title Slide – Business name, your name and contact, and a tagline or one-liner of what 
you do. 

2. Problem – The pain point you are addressing. 

3. Solution – Your product/service that solves it (often coupled with demo/screenshots if 
an app). 

4. Market Opportunity – How big and attractive the market is, target customer segments. 

5. Competitive Landscape – Key competitors or alternatives and how you differentiate. 

6. Business Model – How you make money (revenue streams, pricing). 

7. Traction – Any progress so far (users, sales, growth metrics, partnerships, etc). 

8. Marketing & Growth Strategy – How you plan to acquire customers/users. 

9. Team – Who’s behind the venture and why they’re capable. 

10. Financials – High-level financial projections or performance (maybe a chart of 
revenue/profit projections for 3–5 years). 

11. Ask – What you are asking for (investment amount or loan, and what you will do with it) 
and closing with why it’s a great opportunity. 

You can adjust this for different contexts. For example, a bank loan pitch might place more 
emphasis on a solid financial forecast and your ability to repay (so highlighting revenue, profit, 
cash flow, perhaps collateral or personal investment). An investor pitch focuses on growth 
potential and the team. Tailor the content to your audience’s priorities. 
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Design and Content Tips 
• Keep it Visually Appealing: Use graphics, images, and as little text as possible on each 

slide. A rule of thumb is no more than 3-5 bullet points or 1-2 images per slide. For 
instance, for Problem/Solution, consider using an illustration or an example scenario. 
Perhaps show a picture of a frustrated person (problem) vs. a happy person using your 
solution. For market, a simple graph or infographic can illustrate growth. Visuals stick in 
memory more than text. 

• One Idea per Slide: Don’t overload slides with mixed messages. If you find a slide is 
getting crowded, split it into two. It’s better to have a couple more slides than a cluttered 
one. E.g., you might split “Market & Competition” into two slides if each has substantial 
info. 

• Use Charts for Financials: Instead of a tiny spreadsheet on a slide (nobody can read 
that in a presentation), show a line chart of revenue growth, or a bar chart of projected 
sales vs expenses, etc. You can verbally mention key numbers. If detailed numbers are 
needed, provide them in a leave-behind document or appendix, not on the main slides. 

• Consistent Theme: Use your company branding if available – logo, brand colours, 
consistent font. Many banks (like Barclays, etc.) have templates for pitch decks for small 
businesses – you can use those or any clean PowerPoint template. Ensure readability 
(high contrast text/background). 

• Storytelling: A pitch is a story. Rather than dry facts, frame it in a narrative. For example, 
start by painting the picture of the customer’s problem with a short story or scenario 
(“Meet Sarah, a student who…”). Then introduce your solution as the hero of the story. 
Build up the excitement when you talk about market and traction (“Imagine if many 
people have this problem – the market is 1 million in the UK alone! We’ve already 
reached 5,000 of them with almost no marketing.”). Use the story of why you started the 
business in the Team slide perhaps (“I started ABC Cakes because as a vegan, I was 
tired of never finding a suitable wedding cake – so I knew there was a need.”). A coherent 
story arc keeps the audience engaged. 

• Time Your Talk: Typically, you may get anywhere from 5 to 15 minutes to pitch, plus 
Q&A. The slides support your talk, they are not the script. Practice speaking along with 
the slides – don’t read off the slides (they should only have bullet prompts, not 
paragraphs). Each slide might warrant about 30 seconds to 1 minute of talking. If you 
have 10 slides and 10 minutes, that’s ~1 minute each, which is a good guide. Practice to 
ensure you fit in time. If not, cut content or slides – do not speak twice as fast to cram 
more in! 

• Anticipate Questions: Think about what questions your pitch might spark and be 
prepared to answer them in Q&A. Common ones: “How will you acquire customers 
cost-effectively?” (if not clear), “What about competitor X, why wouldn’t they crush 
you?”, “How do you plan to use the investment specifically?”, “What happens if [risk] 
occurs?” Sometimes it’s wise to have backup slides after your main deck to answer 
these. For instance, have an extra slide with more detailed financials, or a slide showing 
user growth month-by-month, which you can pull up if asked. Don’t necessarily present 
these unless prompted. 
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• Keep Text Large: Minimum 18-20 point font so that even people at the back of a room 
(or viewing on a small screen via Zoom) can read it. This will also naturally limit how 
much text you put. Use short phrases or keywords, not long sentences. 

• Highlight the Opportunity, not just the product: Especially for investors – they care 
about how this makes money and scales. Make sure your deck answers: Why is this a 
big opportunity? (Market size/growth, untapped niche, etc.), Why is now the right time? 
(trend or tech enabling it, etc.), and Why are you the right team? If pitching to a bank, 
focus on viability and stability: show that numbers are realistic, that you have skin in the 
game (your own investment), and maybe mention any collateral or personal guarantee if 
applicable (they might ask later, but showing confidence that you’re all-in can help). 

• Close Strong: The final slide (Ask) should clearly state what you want and end on a 
positive note – e.g., “We are seeking £50,000 for 20% equity to accelerate our growth – 
this will fuel marketing and operations to reach 100k users in 2 years. Join us in 
capturing this exciting opportunity in the market and help make budgeting effortless for 
the next generation.” Even if it’s a loan ask: “...seeking a £20,000 loan, which we will 
repay over 3 years, to scale our oven capacity – enabling us to triple revenue and create 
local jobs in the process.” Then say thank you. People often remember the last thing you 
say, so make it count. 

Delivering the Pitch 
• Practice, Practice, Practice: Rehearse your pitch deck presentation multiple times. 

Practicing in front of a mirror, recording yourself, or doing it for friends/family can help. 
The more familiar you are with the flow, the more confident and smooth you’ll be. Time 
yourself. 

• Engage with the Audience: If in person, make eye contact; if on video, look at the 
camera. Use an enthusiastic tone. Show your passion for your business – if you’re 
monotone or stiff, it’s hard for others to get excited. Smile when appropriate. It’s okay to 
have notes or cue cards, but try not to read verbatim. The slides are your cues. 

• Handle Nerves: It’s natural to be nervous. Remember, you are the expert on your 
business in that room. Take a deep breath before starting. Some find it helps to start with 
a question or a show of hands to break the ice (e.g., “How many of you struggled to save 
money as a student? [some hands] Me too – that’s why I built this app.”). But only do that 
if it feels natural and time allows. 

• Q&A: Listen carefully to each question, and if you’re not sure you understand, ask for 
clarification rather than guessing. It’s okay to say “That’s a great question – I don’t have 
that data now, but I can follow up with you.” or “We’ve thought about that risk and here’s 
our current plan to mitigate it...” Be honest. If someone points out a potential flaw, 
acknowledge it and show you’re thinking about it. Composure in Q&A is a big plus. 

• Know Your Deck: Sometimes you might be asked to send the deck ahead of time or 
leave a copy. Ensure it can somewhat stand alone (maybe add brief speaker notes for 
clarity in the version you send). When presenting, don’t rely on fancy animations or 
internet connection (if live demoing a website, have screenshots as backup in case Wi-
Fi fails, for example). 
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In summary, a pitch deck is your story + your plan, told in a visually engaging way. In the UK 
context, investors may have seen hundreds of decks, so clarity and a strong narrative are key to 
stand out. For small business owners not seeking investment, a slimmed version of a deck can 
still be useful to concisely present your business to a bank manager, a potential partner, or even 
in a grant application meeting. 

 

Your Notes & Action Plan: 
• Draft Your Slide Outline: Make a list of the slides you need for your pitch. Jot them down 

(e.g., Title, Problem, Solution, etc.) and under each, bullet the main point(s or visuals) 
you will include. This is your storyboard. 

• Collect Visuals: Note any images or graphics you might use. For example, “[ ] Take a 
photo of our product in use for the Solution slide” or “[ ] Create a chart of monthly sales 
for Traction slide.” Gathering these now will save time when you design the slides. 

• Practice Pitching: Identify an opportunity to practice – perhaps at a local startup 
meetup, or with a business mentor, or even a friend acting as an investor. Write down 
when and with whom you’ll practice. After practicing, note any feedback or where you 
stumbled, so you can refine those parts. 

• Prepare for Q&A: Write down five tough questions you hope won’t be asked – and then 
formulate answers to them. This way, if they do come up, you’re ready. (For instance: 
“What if a big competitor enters your market?” or “Why haven’t you reached profitability 
yet?”) Having thought them through, jot key points for each answer. 
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Chapter 7:  
Tailoring Your Plan to Different Businesses (with 
Templates) 
Every business is unique, and while the fundamentals of planning are similar, different types of 
businesses have different planning needs and emphases. In this chapter, we’ll discuss how 
you might adjust your business plan depending on whether you run a service-based business, a 
product-based (retail or manufacturing) business, or an online/digital business. We’ll also 
provide fill-in-the-blank templates for each type, which you can use as a starting point to draft 
your own plan. These templates highlight sections particularly relevant to that type of business. 

Before diving in, note that many businesses are a combination (e.g., an online service, or a 
product with a heavy service component). You can mix and match elements from each 
template as needed. The goal is to make the plan more relevant to your operations and ensure 
you address the key questions that readers (like lenders or partners) would have for your 
particular business model. 

A. Service-Based Business Plan Template 
Service businesses sell expertise, time, or labour rather than tangible products. Examples: 
consulting, freelancing, agencies, hairdressers, trades (plumbers, electricians), coaching, 
creative services, etc. The challenges often include managing time (billable hours), building a 
client base, and differentiating on quality and reputation. There’s usually no physical inventory, 
but customer trust and relationships are paramount. 

When writing a plan for a service business, emphasise experience, reliability, and how you 
deliver quality service consistently. Capacity (how many clients you can serve) and how you 
will scale (if at all) is another focus, since a one-person service business can be limited by the 
hours in a day. 

Below is a fill-in-the-blank template outline. You can use these prompts to draft each section: 
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[TITLE] 
Executive Summary:  
(Briefly describe your service, target market, and what makes your service business stand 
out.) 

“[Your Business Name] is a [location]-based [type of service] provider offering [key services] 
to [target clients]. We solve [client’s problem] by providing [unique approach or quality of 
service]. With [X years of experience or certification] and a commitment to [differentiator, e.g., 
24/7 support, 100% satisfaction guarantee], we aim to [client goal you achieve]. We are 
seeking [funding/partnership] to expand our capacity and reach more clients.” 

 

Company Overview: 
Services Offered: [List your core services.] (e.g., “Home plumbing repairs and emergency 
call-outs,” or “Social media management for small businesses.”) 
Business Model: [How you charge: hourly rate, project fees, retainer, subscription?] (e.g., 
“Charges a fixed project fee with 50% upfront and 50% on completion.”) 
Legal Structure: [Sole trader, partnership, or limited company?] 
Location & Operation: [Where you operate and whether you go to clients, work from home, 
have an office, etc.] 
Mission Statement: “[Your mission/values in providing service].” (Optional but good to 
convey service ethos, e.g., “To provide affordable, reliable plumbing with exceptional 
customer service.”) 

 

Market Analysis: 
Target Clients: [Who are your ideal clients?] (e.g., “Homeowners in London needing rapid 
plumbing fixes,” or “Local restaurants seeking regular maintenance,” or “SMEs in the UK in 
need of bookkeeping services.” Mention demographics or industry if relevant.) 
Client Needs: [What specific need do they have that you fulfill?] (e.g., “urgent repair to avoid 
property damage,” or “professional social media presence without hiring full-time staff.”) 
Market Size & Trends: [How many potential clients or total spending in your area? Is demand 
growing?] (e.g., “There are 50,000 households in our city, and 30% are in our service range. 
With aging homes, demand for plumbing repairs is steady and expected to grow 5% 
annually.”) 
Competition: [Who else offers similar services? List a few competitors or alternatives (DIY, 
etc.) and how clients currently solve the problem.] 
Competitive Advantage: [Why clients will choose you over others.] (e.g., “We respond within 
1 hour, while competitors average 4 hours,” or “We are certified QuickBooks ProAdvisors 
offering both bookkeeping and training, a unique combo in our area.”) 

 

Services & Operations: 
Scope of Services: [Detailed description of each service you offer and what’s included or 
excluded.] (This helps avoid scope creep and sets client expectations.) 
Service Process: [Explain your workflow – how you deliver services.] (e.g., “For a new 
consulting client: initial free consultation -> proposal -> agreement -> service delivery -> 
feedback loop. Projects are managed via XYZ tool to ensure on-time delivery.” Or “Hair salon 
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operates by appointment using online booking; each stylist can handle ~8 clients per day, 
ensuring personal attention to each.”) 
Quality Assurance: [How you maintain quality.] (e.g., “We have a satisfaction survey after 
each project to continually improve,” or “Technicians follow a 20-point checklist on every 
job.”) 
Suppliers/Partners: [If your service relies on third-party suppliers or tools, mention those.] 
(e.g., “We use state-of-the-art diagnostic software licensed from ABC Corp for IT support, 
ensuring quick issue resolution.”) 
Capacity & Scaling: [How many clients can you serve now, and how will you grow capacity?] 
(e.g., “Currently a solo consultant can handle 3 projects/month; plan to subcontract to other 
experts for overflow or hire an associate next year to double capacity.”) 
Location & Equipment: [Any physical assets needed.] (e.g., “Mobile van equipped with 
plumbing tools and inventory of common parts,” or “Home office with professional graphic 
design software suite.”) 

 

Marketing & Sales Strategy: 
Client Acquisition: [How you will get clients.] (e.g., “Google My Business listing and local 
SEO for ‘emergency plumber [town]’ to capture search traffic; referral program offering 10% 
off for referrals; networking in local homeowner associations.” Or for B2B services: “Content 
marketing via a blog and LinkedIn to showcase expertise; attending industry networking 
events; partnering with small business associations.”) 
Sales Process: [How a lead becomes a client.] (e.g., “Free initial consultation -> tailored 
quote within 24 hours -> follow-up call -> sign contract.” Mention any sales tools like a 
portfolio or case studies you use.) 
Pricing Strategy: [Your pricing and why it’s justified.] (e.g., “Premium pricing reflecting our 
fast response and expertise; average job £150 which is ~20% higher than basic competitors 
but we provide a guarantee. We also offer maintenance plans on a monthly retainer for steady 
income.”) 
Retention & Referrals: [How you keep clients or get repeat business.] (e.g., “Follow-up every 
6 months with past clients offering a check-up service; implement a loyalty program (every 
5th cleaning is 50% off) to encourage repeat bookings.”) 
Brand & Reputation: [How you will build trust.] (e.g., “Collect and display testimonials and 
ratings (aim for 5-star reviews on Trustpilot). Emphasise our qualifications and years of 
experience in all marketing materials.”) 

 

Management & Team: 
Owner/Team Experience: [Highlight your (and key team members’) background that lends 
credibility.] (e.g., “Owned and operated by [Name], who has 10 years experience as a certified 
electrician. Formerly with XYZ Services, [Name] has serviced over 1,000 homes. The team 
includes two apprentice electricians currently training under him.”) 
Roles and Responsibilities: [Who does what.] (e.g., “Owner manages service delivery and 
client relationships; spouse assists with scheduling and bookkeeping part-time. Planning to 
hire an administrative assistant next year to manage increasing bookings, and another 
licensed electrician to expand territory.”) 
Training & Qualifications: [List any relevant licenses, certifications, insurance.] (Important in 
service businesses: “Gas Safe registered”, “ACCA qualified accountant”, “Fully insured up to 
£2M liability”, etc.) 
Advisors or Mentors: [If any, mention professionals guiding you.] (e.g., “Mentored by an 
experienced salon owner in the region who provides business advice monthly.”) 
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Financial Plan: 
Revenue Projections: [Expected sales.] (e.g., “Projecting £50,000 in revenue in Year 1 based 
on serving ~80 clients at an average £625 per project. By Year 3, aim to reach £120,000 
revenue by increasing client base and perhaps expanding into new services like maintenance 
contracts.”) 
Cost Structure: [Main expenses.] (“Low overhead as a home-based business. Key costs: 
travel (£200/month petrol), marketing (£150/month online ads), insurance (£600/year), 
training/certification (£500/year). Fixed costs are minimal beyond personal salary.”) 
Profitability: [Outline margins and profit.] (e.g., “Gross margins are high since time is the 
main cost – essentially the owner’s labour. After minimal overhead, Year 1 net profit expected 
~£30k (assuming owner’s drawings as part of expenses). Profit will be reinvested to grow the 
business (e.g., buy advanced tools, fund marketing).”) 
Cash Flow Considerations: [Any timing issues.] (e.g., “Most clients pay immediately or 50/50 
terms, so receivables are low. We keep a cash buffer for months with fewer projects. The 
business has low capital expenditure needs beyond occasional tool replacements.”) 
Funding Needs: [If seeking funding, state how much and for what.] (e.g., “Seeking a £5,000 
Start Up Loan to purchase a second commercial carpet cleaning machine and cover 
marketing costs. This will enable servicing two sites in parallel, boosting monthly capacity 
and revenue.” If not seeking funding, you might note the business is self-sufficient or detail 
personal investment.) 

  

Risk and Mitigation: 
[List a couple of key risks for a service business and how you’ll manage them.] (e.g., “Risk: 
Illness or injury could halt operations (single point of failure). Mitigation: Maintain income 
protection insurance, and network with peers for backup support if needed.”; “Risk: 
Economic downturn could reduce client spending. Mitigation: Offer flexible pricing or pivot to 
essential maintenance services that are needed even in tough times.”) 

 
 
This template should give you a strong starting structure. You can fill in each section with 
specifics from your business.  

 Click here: Business plan template – service-based and choose File>Download to get an editable copy.  

  

https://docs.google.com/document/d/1PjBgyDWYjIBo207O3PtJ4HtnIO9aiuDf0hFVFhd4bis/edit?usp=sharing


 

44 
 

B. Product-Based Business Plan Template 
(Retail or Manufacturing) 
If your business involves physical products – whether you manufacture them, wholesale them, 
or retail (online or brick-and-mortar) – your plan needs to address things like supply chain, 
inventory, production capacity, and distribution channels. Examples: a clothing line, a food 
product, electronics gadget, or even a local shop selling products. The plan should reassure 
that you can make or source products cost-effectively, manage stock, and sell enough volume 
at a good margin. 

Key considerations include supplier reliability, production costs, inventory management, 
and sales channels (storefront, e-commerce, markets, etc.). You should also consider 
seasonality (many product businesses have seasonal swings) and any regulations (product 
safety, certifications). 

Here’s a template outline with fill-in prompts: 

[TITLE] 
Executive Summary: 
(Brief intro to your product business.) 
Example: “[Your Business Name] is a producer of [product] for [target market]. We design and 
manufacture [brief description of products] and sell them through [channels: own website, 
Etsy, local shops, etc.]. Our unique designs/quality [or other USP] set us apart in the [industry] 
market. With [X]% month-on-month sales growth and a loyal customer base, we plan to scale 
by [opening a storefront/expanding online marketing/etc.]. We are seeking [funding] to 
[purpose: e.g., increase production capacity, expand product range]. 

 

Company & Products Overview: 
Products: [List the main products or product lines you offer.] (e.g., “Handcrafted organic 
soaps in 5 scents; seasonal gift sets; custom wedding favor soaps.” Or “Eco-friendly yoga 
apparel including leggings, tops, and mats.”) 
Product Description: [Detail each product’s features and benefits.] (What is it made of? 
What problem or need does it address? Any unique design, patent, or story behind it?) 
Stage of Development: [If you manufacture, are you prototyping, already producing, etc.?] 
(e.g., “Prototypes tested and final designs ready for production,” or “Already selling 500 
units/month via online store.”) 
Intellectual Property: [Any patents, trademarks, or designs registered?] (e.g., “Patent 
pending on our unique foldable device; trademark registered for brand name.” Or “All recipes 
are proprietary; trademark on our logo.”) 
Production Model: [How and where products are made.] (e.g., “Handmade by the founder in 
a home workshop,” or “Outsourced to a contract manufacturer in the UK”, or “Manufactured 
in-house with a small team in our rented workshop in Leeds.” If outsourcing, mention QC 
measures.) 
Location & Facilities: [Where production/storage happens.] (e.g., “We operate from a 500 sq 
ft workshop and a separate 200 sq ft storage unit for inventory.” If retail: describe store 
location/size.) 
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Mission/Vision: [Optional: mission of your product brand] (e.g., “to make sustainable fashion 
affordable” or “to bring gourmet chilli sauces to every home cook”). This sets the tone for 
brand values. 

 

Market Analysis: 
Target Market: [Who buys your product?] (e.g., “Women 25-45 who value eco-friendly 
skincare” or “Outdoor enthusiasts looking for durable gear” or “Local residents seeking 
specialty gourmet foods.” Could include geographic reach – local, UK-wide, international 
online customers.) 
Market Size & Growth: [How big is the market and is it growing?] (e.g., “The UK natural 
cosmetics market is worth £X million, growing 10% annually with more consumers shifting to 
organic product. We target a niche ~£5m segment focusing on artisan soaps.” Use any 
industry reports or government stats if possible.) 
Trends: [Relevant trends in consumer preferences.] (e.g., “Increasing demand for plastic-free 
packaging; rise of e-commerce for boutique products; influencer marketing driving fashion 
trends quickly from runways to retail.”) 
Competition: [List key competitors or alternative products.] (e.g., “Competing brands include 
SoapCo and PureBath which sell in higher-end boutiques. Also, DIY soap kits are indirect 
competition. Competitors often lack our unique ingredient X or our artistic designs.” If retail 
store: note big-box retailers or Amazon as competition possibly.) 
Competitive Advantage: [Your edge.] (e.g., “Our soap uses a rare local herb not found in 
others, giving a unique scent and skin benefit; plus we personalise each order with 
customer’s name engraved, which competitors don’t offer.” Or “Our price point is 15% lower 
for comparable quality because we source materials directly from producers.” Or simply your 
brand story, quality, or design expertise.) 

 

Sales Channels & Distribution: 
Primary Channels: [How do you sell?] (e.g., “Direct-to-consumer via our website and Etsy 
shop (60% of sales). Also supply to 5 local gift shops on consignment (30%). Remainder 
through occasional craft fairs (10%).” Or for a shop: “Brick-and-mortar retail store in city 
centre (80% of sales) plus an online store (20%).”) 
E-commerce: [If applicable, outline online strategy.] (“Website with online shop (built on 
Shopify) integrated with Instagram Shopping; average 5,000 site visits/mo, conversion rate 
2%. We also plan to list on Amazon Handmade.”) 
Retail/Wholesale: [If you sell wholesale or in others’ stores.] (“We wholesale our products to 
boutique retailers at 50% of retail price, providing them a healthy margin. Currently in 10 
stores, aiming for 30 by next year focusing on eco-friendly shops and farm shops.”) 
Distribution Logistics: [How do products get to customers?] (“We keep inventory and fulfill 
orders in-house, shipping via Royal Mail for UK orders (1-3 day delivery). For wholesale, we 
deliver bulk orders via courier. Inventory is tracked with software to avoid stockouts.” If you 
produce physical goods, mention how you handle warehousing and shipping – do you handle 
it or use fulfillment centres?) 
Seasonality: [Note any seasonal peaks.] (“Sales peak around holidays (Christmas accounts 
for 40% of annual sales). We prepare by ramping up production in Sept-Oct and creating 
holiday gift bundles. January is slow; we use that time for R&D of new scents.”) 
Pricing Strategy: [Your price points and positioning: budget, mid-range, premium?] (“Our 
soaps retail at £5 each, positioning us mid-market – more premium than supermarket brands 
but affordable vs luxury spa brands. We maintain ~70% gross margin on direct sales; 
wholesale margins are lower (~40%) but drive volume.”) 
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Operations (Production & Supply Chain): 
Suppliers: [Where you get raw materials or stock.] (“Key ingredients sourced from XYZ 
Cooperative (Fairtrade shea butter from Ghana) and ABC Oils UK for essential oils. Packaging 
from GreenPak Ltd (recycled materials). We have at least two suppliers for each critical input 
to mitigate risks.” Or “We import fabric from an organic mill in India; shipping takes 8 weeks 
so we plan accordingly.”) 
Production Process: [How products are produced, step-by-step.] (“Soaps are made in small 
batches of 100 bars: mixing, pouring into molds, curing for 4 weeks, then hand-cut and 
packaged. We produce ~500 bars/month currently, with capacity up to 1000 with current 
equipment. Production time per batch ~5 hours active work, rest is curing.” Or if 
manufacturing at scale: “Products are assembled on a small production line: raw materials -> 
assembly -> quality check -> packaging. Current capacity 200 units/week single shift; can 
double with an evening shift.”) 
Quality Control: [How you ensure product quality and consistency.] (“We test each batch’s 
pH and perform use-tests. We adhere to cosmetic safety regulations (Product Safety Report 
in place). Customer feedback on any defects is tracked and used to improve processes. For 
physical goods, maybe “We do a 100% quality check on each item before packing” or 
“random sampling QC for large batches with AQL standards.”) 
Inventory Management: [How much stock and how you manage restocking.] (“We maintain 
at least 1 month’s stock (approx 500 units) of our best-sellers and smaller lots of other 
variants. Inventory is tracked using [system or spreadsheet]. We practice FIFO (first-in, first-
out) to keep products fresh. We have identified storage limits of up to 2000 units in our 
current space. Should inventory exceed this, we’ll consider third-party warehousing.”) 
Fulfillment: [Order processing and shipping.] (“Online orders are processed within 24 hours 
and shipped daily at 4pm. We use Royal Mail 2nd Class by default, with options for expedited 
shipping at checkout. Shipping costs are added or free over £50 order value to encourage 
larger baskets. Returns/Exchanges policy: 30 days satisfaction guarantee for unused items – 
though for consumables like soap, we offer replacements or store credit case-by-case to 
maintain goodwill.”) 
Regulatory Compliance: [List any regulations and your compliance.] (Examples: cosmetic 
safety notifications for beauty products, CE marking for electronics, food safety certifications 
for edible products, etc. “We have registered with the UK Cosmetic Product Notification 
Portal (CPNP) for all our soap formulas and carry appropriate insurance.” Or “Our kitchen is 
council-inspected with a 5 hygiene rating for jam production.”) 

 

Marketing & Sales Strategy: 
Branding: [Your brand identity and how you position it.] (“Our brand is quirky and eco-
conscious – we emphasise sustainability and fun in our packaging and social media. Slogan: 
‘Clean for you, clean for Earth.’ Packaging and website reflect this with green imagery.”) 
Promotion: [How you will promote products.] (“Utilise social media (Instagram, TikTok) with 
beautiful product photography and demonstration videos – currently 10k Instagram followers. 
Collaborate with micro-influencers in skincare for reviews. Attend 4 craft fairs and 2 trade 
shows a year for direct exposure and B2B wholesale leads. PR: aim to get featured in a local 
lifestyle magazine’s gift guide.”) 
Online Marketing: [SEO, ads, email, etc.] (“SEO for keywords like ‘organic soap UK’ – 
currently ranking on page 2, aim for page 1 within 6 months through content blogging. 
Running targeted Facebook/Instagram ads with £200/month budget, focusing on women 25-
45 interested in natural products. Building an email newsletter (500 subscribers) with a sign-
up discount to drive repeat sales – plan monthly newsletters with product tips and 
subscriber-only offers.”) 
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Online Marketing: [SEO, ads, email, etc.] (“SEO for keywords like ‘organic soap UK’ – 
currently ranking on page 2, aim for page 1 within 6 months through content blogging. 
Running targeted Facebook/Instagram ads with £200/month budget, focusing on women 25-
45 interested in natural products. Building an email newsletter (500 subscribers) with a sign-
up discount to drive repeat sales – plan monthly newsletters with product tips and 
subscriber-only offers.”) 
Retail Strategy: (If you have/will have a physical store) – location advantages, foot traffic 
strategies, merchandising, etc. (“Our boutique is located in a high-footfall tourist area, and 
we attract customers with an aromatic in-store experience and live soap-making demos on 
weekends. We’ll partner with neighbouring shops for joint promotions (e.g., soap + spa 
voucher bundles).”) 
Pricing & Promotions: [Mention if you do discounts, bundles, seasonal sales.] (“We generally 
maintain stable pricing to reflect premium quality. However, we run seasonal promotions 
(e.g., 10% off on Earth Day to celebrate sustainable living) and bundle deals (buy 3 get 1 free) 
to boost average order value. Our margin allows for occasional 15-20% discounts during big 
sale events (Black Friday, Boxing Day) which help clear inventory and attract new 
customers.”) 
Customer Service: [Any policies or practices, since product business success depends on 
customer satisfaction.] (“We offer a 100% satisfaction guarantee – if a customer is unhappy, 
we refund or replace no questions asked. We respond to customer inquiries within 24 hours. 
Our unboxing experience is carefully crafted (thank-you note in each package) to delight 
customers and encourage social sharing.”) 
Expansion Plans: [Future marketing/sales growth plans.] (“Year 2 onward, explore 
distributing through a major retailer like Whole Foods or a department store. Also considering 
subscription model (monthly soap subscription box) to create recurring revenue.”) 

 

Management & Team: 
Team: [Who runs the business and their experience.] (“Owned by [Name], a cosmetic 
chemist with 5 years experience at [Big Cosmetic Co]. [Name] handles product development 
and production. Partner [Name2] manages marketing and operations, bringing 10 years of 
retail experience including at Lush Cosmetics. We have 2 part-time staff: one helps in 
production and packaging, one assists in the shop on weekends.”) 
Organisation: [Structure and any planned hires.] (“Currently a small family-run business. As 
we grow, we plan to hire a full-time production assistant and a sales/marketing coordinator. 
Eventually, separate teams will handle manufacturing vs sales. For now, cross-training 
ensures everyone can help with both making and selling as needed.”) 
Advisors: [If any industry advisors or mentors.] (“We are part of the Prince’s Trust Enterprise 
program, receiving guidance on business growth. Also advised by a retired executive from a 
skincare brand, who meets with us quarterly.”) 
Key Roles: [Who is responsible for what, to show management capability.] (“[Name] – 
Product & Operations (handles sourcing, production, inventory). [Name2] – Marketing & Sales 
(handles website, social media, customer service, wholesale relationships). Bookkeeping is 
outsourced to XYZ Accountants for monthly accounts and VAT filing.”) 

 

Financial Plan: 
Revenue Projections: [Expected sales volumes and revenue.] (“Year 1: aim to sell 5,000 
units (£25k revenue); Year 2: 12,000 units (£60k); Year 3: 30,000 units (£150k). Growth based 
on expanding online reach and adding wholesale clients. Assumes raising production to meet 
demand.” Provide justification like marketing improvements or new contracts that drive these 
increases.) 
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COGS and Margins: [Cost of Goods Sold for products and resulting gross margin.] (“Each 
soap costs £1.50 in materials and packaging to produce, and sells for £5, yielding a 70% gross 
margin. Including labour at scale, effective gross margin ~60%. For wholesale, selling at £2.50 
each yields ~40% margin but no marketing cost per unit and larger volume per order.” Show 
you understand how volume or pricing changes margins.) 
Fixed Costs: [Key operating expenses.] (“Fixed costs: workshop rent £300/mo, utilities £50, 
insurance £30, marketing average £200, web hosting £20. We (owners) currently take minimal 
drawings of ~£1,000/mo for personal expenses, planning to increase as profits grow. Total 
fixed costs about £2,000/mo.” Adjust to your scenario.) 
Profitability: [When do you break even and profit.] (“Break-even point is ~£1,500 sales per 
month at current cost structure (approx 300 soaps). We expect to reach break-even by month 
6. By end of Year 1, anticipate a small profit of ~£5k. Profit margin should increase in Year 2 as 
we scale and get some bulk material discounts. Year 3 goal: 20% net profit margin on higher 
volume.”) 
Cash Flow & Inventory Investment: [Note how you’ll handle cash flow, since inventory 
requires upfront cash.] (“We need to invest in raw materials about 2 months ahead of sales 
(cure time). We plan to maintain about £3k of inventory. Cash flow is managed by taking 50% 
payment on wholesale orders upfront. For retail sales, quick turnaround means money from 
customers flows in almost daily. We’ll monitor cash closely around large production runs; a 
£5k overdraft facility is in place to buffer short-term needs, though we aim to fund growth 
through sales revenue largely.”) 
Funding Requirements: [If you need external funds.] (“We seek a £15,000 loan/investment. 
£5k will go to purchase a larger mixer and soap cutter to triple production efficiency, £7k for 
marketing and hiring part-time help, and £3k as working capital to produce inventory for a 
holiday season surge. With this investment, we project doubling our sales within 12 months. 
The loan can be repaid over 3 years from cash flow, reaching full profitability by Year 2.” If not 
seeking, mention how you’ll reinvest profits or use existing capital to grow. If you’ve already 
invested personal funds, mention that to show commitment.) 

 

Risk Assessment: [Key risks specific to product businesses.] 
Supply Risk: (“If key supplier fails or costs rise (e.g., ingredient shortage or price hike), we 
have backups and would adjust pricing or absorb margin temporarily. We maintain good 
relationships and some inventory to buffer delays.”) 
Market Risk: (“Trends might shift (e.g., a new competitor or fad). We mitigate by continuously 
innovating new scents and staying tuned to customer feedback. Also diversifying channels so 
we’re not reliant on one source of sales.”) 
Operational Risk: (“Production bottlenecks or equipment failure: we plan preventative 
maintenance on equipment, and in worst-case can revert to manual methods temporarily. 
We also ensure critical processes have more than one trained person.”) 
Financial Risk: (“We could face cash flow strain during rapid growth or seasonal lulls. 
Mitigation: maintain a line of credit, closely monitor inventory turnover to avoid overstocking, 
and keep fixed costs low to stay flexible.”) 

 

By filling in such a template, you’ll create a robust plan that covers the unique aspects of a 
product-centric business. Lenders will appreciate the detail on how you manage production 
and inventory (since these impact consistency of sales and ability to repay), and investors will 
look for scalability and margin information (showing potential profitability as volume grows). 

 Click here: Business plan template – product-based and choose File>Download to get an editable copy.  

https://docs.google.com/document/d/1ybba6nFCA6nB9_WQC5MrVDkOrDCgRMx72j2VGmfbS_c/edit?usp=sharing
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C. Online Business Plan Template (Internet-
Based Business) 
“Online business” is a broad term – it could be an e-commerce store, a software-as-a-service 
(SaaS) product, a content-based business (like a blog generating ad revenue), an online 
marketplace, etc. The common thread is that most operations happen digitally, and customers 
are acquired online. These businesses often scale more quickly and reach a wider geography, 
but face heavy competition and fast changes. Key considerations include website/platform 
development, digital marketing strategy, user experience, technology infrastructure, and 
sometimes cybersecurity and data protection. 

If your business is primarily online (be it selling physical products online or entirely digital 
products/services), focus your plan on web presence, traffic generation, conversion, and 
technical reliability. If it’s tech-heavy (like a SaaS startup), also highlight the technology stack 
and development roadmap. 

Here’s a template outline tailored for online businesses: 

[TITLE] 
Executive Summary: 
(Summarise your online business concept and value.) 
Example: “[Your Business Name] is an online [store/platform/service] that [does what] for 
[target customers]. Accessible via [website/app], it [unique value proposition]. We leverage 
the power of the internet to reach [market scope, e.g., UK nationwide or global] with a focus 
on [key differentiator: cost, selection, convenience, innovation]. Having achieved [notable 
traction: X users or Y monthly sales] in our initial phase, we plan to scale by [strategy, e.g., 
new marketing campaigns, platform enhancements]. We seek [funding if needed] to 
accelerate growth and solidify our position in the online [industry] market.” 

 

Business Overview: 
Business Model: [Describe type: e-commerce, SaaS, advertising-based, affiliate, 
subscription box, etc.] (e.g., “We are a content subscription service – users pay £5/mo to 
access premium tutorials on our site,” or “We run an online marketplace connecting 
freelance designers with clients, taking a 10% commission on transactions,” or “We are an e-
commerce retailer selling pet supplies direct-to-consumer through our website.”) 
Products/Services: [If e-commerce, what do you sell? If SaaS, what does the software do?] 
(“We offer a catalog of 2,000+ pet products ranging from food to toys, curated for quality and 
value.” Or “Our service is a mobile app that provides on-demand language lessons via video 
chat.” If your product is digital, explain its features at high level. If physical but sold online, 
focus on the range or main categories.) 
Platform: [Detail the website or app.] (“Our website [domain] is custom-built on 
Shopify/WooCommerce/WordPress/etc., with a user-friendly interface and secure payment 
processing. It’s mobile-optimised, as 60% of our traffic is mobile. We also have a mobile app 
for repeat customers to order easily.” Or if SaaS: “Our platform is built using MERN stack 
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(MongoDB, Express, React, Node) and hosted on AWS cloud for scalability. We offer a web 
app and plan a mobile app by Q4.”) 
Launch Status: [Are you live or launching soon?] (“Launched in Jan 2025, we have been live 
for 6 months.” Or “Beta version released to 100 test users, full launch planned in 3 months.”) 
Mission/Value Prop: “Our mission is [mission]” and a concise UVP: “We bring [benefit] to 
[audience] by [how] – all through a convenient online experience.” (This reiterates why you 
exist in one line.) 

 

Market Analysis: 
Target Audience: [Who uses the site/app?] (“Primary market: UK pet owners aged 25-50 who 
prefer to shop online for convenience and variety. Secondary: rural pet owners who lack 
nearby pet stores. We specifically target millennial pet owners who value high-quality, ethical 
pet products.” Or for an online service: “Busy professionals worldwide who want to learn a 
language in their spare time through flexible online lessons.” Include any usage stats if 
known, like “85% of our current users are in the UK, 15% international; 60% female, 40% 
male.”) 
Market Size: [How big is the online market in your niche?] (“The UK pet e-commerce market 
is estimated at £X billion in 2025, growing Y% annually as more pet owners shift online). Our 
niche (premium natural pet products) is ~£200M/year.” Or “Globally, online language learning 
is a $X billion market, expected to grow 20% annually), with English learning for professionals 
as one of the fastest-growing segments.”) 
Trends: [Trends in online consumer behavior relevant to you.] (“Customers increasingly 
expect next-day delivery and easy returns in e-commerce. Subscription models are growing in 
retail (e.g., monthly pet boxes). Social media influence is strong: pet owners buy products 
they see on Instagram pets accounts. Also, COVID-19 accelerated online shopping habits.” 
For SaaS: “Growing acceptance of remote learning/training, improvements in video tech, and 
the pandemic-induced comfort with Zoom calls have made online lessons mainstream.”) 
Competitors: [Who are the major players online in your space?] (“Competitors include big 
online retailers like Amazon (which carries generic pet supplies, but not the curated boutique 
items we focus on) and PetPlanet (UK-based online pet store). Also, new subscription box 
services like BarkBox compete indirectly. For language app example: “Competing services: 
Duolingo (free app focusing on gamified learning), Italki (marketplace for language tutors), 
and traditional language schools (offline, high cost). Our advantage is [your edge].”) 
Competitive Advantage: [Why your online business stands out.] (“We differentiate with 
curated, eco-friendly products and expert advice – an experience Amazon can’t personalise. 
Plus we offer a subscription reorder service for pet food, locking in repeat customers.” Or 
“Our language platform’s advantage: live human interaction combined with AI-driven practice 
in one app – competitors usually offer one or the other, not both. Also, we’re building a 
community feature to keep users engaged and learning together.”) 

 

Website/App Operations: 
Technology: [What tech or platform powers your site/app. Reliability and scalability info.] 
(“Built on Shopify with custom plugins for subscription management and loyalty rewards. We 
ensure 99.9% uptime via Shopify’s infrastructure and use Cloudflare for fast load globally. We 
have an IT consultant monitor site security and performance monthly.” Or for a custom 
platform: “Our engineering team (currently 2 developers) manages the codebase. We follow 
agile development, pushing updates bi-weekly. Data is stored securely and we comply with 
GDPR for user data protection.”) 
Inventory & Fulfillment (if applicable): [For e-commerce: how do orders get fulfilled?] (“We 
hold inventory of top 100 products in our own storage unit and have arrangements with 
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suppliers to drop-ship less common items. Orders are automatically sent to our 3PL (third-
party logistics) partner for picking, packing, and posting within 24 hours. Average delivery 
time is 2 days via Royal Mail tracked. Return handling: we include return labels and process 
refunds within 5 days of receiving returns.” If digital product: “Not applicable – our product is 
fully digital, delivered instantly online.” If it’s a marketplace: “Sellers are responsible for 
fulfilling orders; our system just facilitates the transaction and we monitor to ensure timely 
shipping, intervening if disputes arise.”) 
Customer Support: [How you support users online.] (“We provide customer support via 
email and live chat on weekdays 9-5. We also have an FAQ and chatbot for common queries 
(e.g., tracking orders, resetting passwords). Average response time is under 2 hours. Good 
support is key to reduce cart abandonment fears and build trust in our relatively new brand.”) 
Site Metrics: [Any current web metrics if you have them: traffic, conversion, etc.] (“Currently, 
our site gets ~10,000 unique visitors per month with a 2.5% conversion rate (i.e., 250 
orders/month). Average order value is £30. Our email newsletter has a 20% open rate and 
contributes to 15% of sales via campaigns. We aim to improve conversion to 3% through 
better UX and targeted marketing.” If pre-launch, maybe omit or mention metrics from a pilot 
or sign-up interest list.) 

 

Marketing & Growth Strategy (Online): 
Traffic Acquisition: [How will you get visitors/users to your site or app?] (“We will use a mix of 
SEO, content marketing, social media, and paid advertising. SEO: target keywords like ‘buy 
organic pet food online’ – we are creating blog content and have optimised product pages 
(already seeing some improvements, currently on page 2 for key terms). Content: weekly blog 
posts and YouTube videos on pet care tips to draw organic traffic. Social Media: Instagram 
and Facebook with cute pet photos and contests to engage audience (goal: reach 10k 
followers; currently 4k). Paid Ads: Google Ads for high-intent searches (budget £500/month), 
Facebook/Instagram ads targeting pet owners to drive brand awareness and product 
discovery (budget £300/month). Also exploring TikTok through partnering with pet influencers 
– sending them our products to feature.” For an online service or SaaS: focus on acquiring 
users – maybe free trials, referral program, listing on product directories, etc.) 
Conversion & Retention: [How do you turn visitors into customers, and keep them?] (“We 
optimise our website for conversion: clear calls to action, trust badges (money-back 
guarantee, secure checkout), and customer reviews displayed. We offer a first-time buyer 
discount (10% off first purchase) to encourage trial. For retention, we have a loyalty program 
(points for each purchase redeemable for discounts) and a subscription service for 
consumables so customers stay with us long-term. We send monthly newsletters with new 
arrivals and tips to keep engagement. Cart abandonment emails are automated (we recover 
~15% of abandoned carts currently by sending a reminder and a small incentive). On the site, 
we track user behavior via Google Analytics to continually improve UX.” If SaaS: talk about 
free vs paid conversion, user onboarding process, usage metrics, and how you prevent churn 
(e.g., good support, regular new features, etc.). 
Scaling Strategy: [Once you get baseline traction, how will you scale up?] (“As revenue 
grows, we will reinvest into marketing to acquire more customers. Specifically, scale up 
Google Ads (because they’ve yielded a good ROI of 4:1 so far) and expand to Bing Ads to 
capture more search traffic. We’ll also consider expanding internationally (ship to EU) once 
UK base is solid – requiring some site localisation and international shipping setup by Q3 next 
year. We are also developing a mobile app to push notifications for deals directly to users, 
which should increase purchase frequency. Collaborations with subscription box services 
(putting our product in their boxes) could expose us to new customers. Essentially, growth will 
come from expanding channels and perhaps broadening product line (adding cat products to 
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complement dog-focused line, for example).” For an app: “Scale by optimizing virality – 
adding a referral program (give $5 get $5 credit model) and doubling down on PR to get 
featured in tech publications, which can drive thousands of sign-ups.”) 
Budget Allocation: [If useful, mention marketing spend plans and expected return.] (“We 
plan to allocate 15% of revenue to marketing. This is projected at £5k in Year 1, focusing 
mainly on digital ads and content creation. We track cost per acquisition (CPA) carefully 
(target CPA = £10 per customer on average, who has an LTV of £100+, making it worthwhile). If 
certain channels exceed target CPA, we’ll adjust strategy accordingly.”] 

 

Financial Plan: 
Revenue Streams: [Detail how the online business makes money.] (“Our revenue comes 
from direct product sales on our website (average margin 50%). We also earn a small affiliate 
commission from insurance sign-ups we refer through our site’s blog (~£200/month and 
growing). By Year 2, we plan to introduce a monthly curated pet box subscription at £20/mo 
which can become a new revenue stream. If applicable: “Additionally, we may monetize our 
content via Google Ads or sponsorships once our traffic is high enough, though this is 
secondary to product sales.” For a SaaS: “Revenue is subscription-based: we offer a Free tier 
with limited features to attract users, then £10/month Pro plan and £30/month Team plan. We 
project X% of users convert to paid. We might consider an enterprise licensing model later for 
large clients.” Or if ad-driven (like a blog or forum): “Revenue primarily from advertising 
(Google AdSense, brand sponsorships) and perhaps a premium membership without ads for 
a fee.”)* 
Current Traction: *[If you have current sales or user count, include those numbers.] (“In the 
first 6 months, we generated £15,000 in sales, averaging £2,500/month by month 6 with a 
growth rate of ~20% month-over-month. We have 500 paying subscribers for our premium 
content, yielding £2,500 monthly recurring revenue. Churn rate is 5% monthly, which we aim 
to reduce to 3% with improved content and engagement.” If pre-launch: mention any beta 
users or pre-orders maybe.] 
Projections: [Outline revenue and expense projections.] (“Year 1 (2025) projected revenue: 
£50,000 (assuming steady growth as marketing kicks in). Year 2: £150,000 (with expansion to 
new channels and product lines), Year 3: £300,000. Gross margins ~50% in e-commerce 
(product cost and shipping are half of sales). After marketing and overhead, we expect to 
break even late in Year 2 and reach ~15% net profit by Year 3 as scale lowers unit costs (bulk 
purchasing discounts, more efficient ad spend).” For SaaS: “Year 1: focus on user growth, 
reaching 5,000 users with 500 paid (MRR ~£5k by year-end). Year 2: 50,000 users, 5,000 paid 
(MRR £50k). By Year 3: aim for 15,000 paid users (£150k MRR, or £1.8M annual). These 
projections assume improving conversion to paid as we add features and invest in user 
acquisition.” 
Costs: [Major costs for an online business.] (“Our cost of goods for physical products is about 
50% of sales as noted (that includes product cost + shipping + packaging). Our operating 
expenses: website hosting/tech £200/mo, marketing (starting £800/mo scaling up to £2k/mo 
by end of Year 1), salaries/drawings (currently just minimal founder drawings, plan to hire one 
customer service rep at £20k/year in Year 2). Payment processing fees ~2% of sales. For SaaS 
or app: main costs are server hosting, software tools/APIs, and salaries for the development 
team, plus marketing. E.g., “Monthly burn rate currently ~£5k (2 founders not taking salaries 
yet, just basic expenses), expected to rise to £15k/month by Year 2 when we have 3 staff and 
bigger server costs. But revenue should outpace burn by mid-Year 2.”] 
Profitability & Cash Flow: [When do you become profitable or positive cash flow?] (“We 
expect to achieve profitability by Q4 Year 2 once we have a sufficient customer base to cover 
fixed costs. Because we have to invest in inventory and marketing upfront, cash flow is tight in 
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Year 1; we project needing an extra cash cushion of ~£10k especially before holiday season 
stock buildup – this is accounted for in funding needs. However, by Year 3, the business 
becomes cash flow positive with comfortable margins, generating surplus cash that can fuel 
further expansion or be returned to investors.” If it’s a high-growth tech startup likely not 
profitable in 3 years, clarify that trajectory, focusing on user growth and eventual economies 
of scale or network effects that will make it profitable longer-term.) 
Funding Requirements: [State clearly if you need funding, how much, and use.] (“To reach 
these goals, we need an injection of £20,000. This will fund: £8k in expanded marketing over 
12 months (to aggressively acquire customers), £5k in tech development (mobile app and site 
improvements), £5k to stock a wider range of products/inventory, and £2k as working capital 
buffer for operational expenses. With this funding, we expect to triple our monthly revenue by 
the end of next year. We plan to repay a loan over 3 years via our increasing cash flows (or for 
investors, project an ROI based on company valuation growth to £X by Year 3).” If no external 
funding needed: “The business is currently self-funded; we plan to grow organically. Should 
cash flow fall short for growth projects, we have access to a £5k overdraft and would consider 
a small business loan, but at this stage, we anticipate reinvesting profits will be sufficient.”) 

 

Risk & Mitigation: 
Cyber/Technical Risks: [Online-specific risk: hacking, downtime.] (“Risk: website downtime 
or security breach could damage sales and reputation. Mitigation: use reputable hosting with 
backups, implement SSL and security audits, maintain GDPR compliance for data privacy, 
and carry cyber insurance. Also have a disaster recovery plan – e.g., our tech lead can restore 
a backup within hours if needed.”) 
Marketing Risks: [What if traffic doesn’t grow or ads become expensive?] (“If our customer 
acquisition costs rise unexpectedly (due to increased ad competition or algorithm changes), 
we’ll pivot more to organic tactics (community building, referral program which incentivizes 
existing users to bring new ones). Diversifying channels (not relying solely on Facebook ads, 
for example) is part of our strategy to mitigate platform risk. We also continuously measure 
ROI per channel to reallocate budget efficiently.”) 
Competition Risks: [In online world, competitors can be global and appear fast.] (“A big 
player could mimic our concept or invest heavily in our niche. We mitigate this by focusing on 
brand loyalty and community – something not easily replicated overnight – and by 
continuously innovating our product range/service features. Being first mover in [some 
aspect] gives us a head start to entrench our position, and we’re prepared to adjust pricing or 
niche focus if a price war or saturation occurs.”) 
Logistics Risks: [For e-commerce: shipping issues, returns could eat profits.] (“We face risk 
of shipping delays (especially with potential Brexit-related customs issues for international 
orders). We mitigate by being transparent with customers about shipping times and using 
reliable carriers. Also, we budget for a certain return rate (~5%) and have strategies to resell 
returned items or return-to-vendor arrangements to minimize loss.”) 
Scalability Risks: [If sudden growth happens, can you handle it?] (“Should we go viral and 
demand spikes, we have plans to quickly restock via suppliers (some extra inventory on hand) 
and we can upgrade to higher server capacity within minutes due to our cloud infrastructure. 
We’ve stress-tested our app to handle 10x current traffic. We also maintain a waitlist function 
on our site to manage order flow if needed, so customer experience doesn’t suffer.”) 

 
 Click here: Business plan template – online-based and choose File>Download to get an editable copy.  

 

https://docs.google.com/document/d/1PiEKKXMG90MVCanCDfqu5WD2_hkiEGNocsuZ3bw88fk/edit?usp=sharing
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These tailored templates show that while the core components of a business plan remain 
consistent, the emphasis and details change with business type. Service businesses should 
highlight personal expertise and customer relationships, product businesses should drill into 
production and inventory strategy, and online businesses must focus on digital strategy and 
tech robustness. 

Feel free to modify the templates. In practice, many businesses overlap categories (e.g., an 
online service that also has a heavy consultative element – mix service and online template 
sections as needed). The goal is to ensure your plan addresses the questions a reader would 
naturally have given the nature of your business. 

Finally, remember to include sections for notes and action for yourself. As you fill out these 
templates, you might realise you need to research something (e.g., a market statistic, or finding 
a backup supplier). Make a to-do list of those items as you go along. 

 

Your Notes & Action Plan: 
• Select a Template: Decide which template (or combination) fits your business best. 

Note it here (Service, Product, Online, hybrid?). If hybrid, list which sections from each 
you’ll use. 

• Fill in the Blanks: Dedicate time to draft each section of the template. Perhaps tackle 
one section a day. Jot down in your planner or calendar when to work on each part (e.g., 
“Monday: Market Analysis, Tuesday: Operations,” etc.). Treat these as mini-deadlines. 

• Identify Information Gaps: As you draft, keep a running list of info you need to verify or 
obtain. For example, “[ ] Find market size for UK organic skincare (source: Mintel 
report?)” or “[ ] Confirm supplier lead times and minimum order quantities for inventory 
section.” Plan how you will get each piece of information – via research, contacting 
someone, etc. 

• Review & Customise: Once drafted, step back and ensure the tone and level of detail 
match your business. In your notes, mark any template prompt that felt off and adjust it. 
(E.g., if you’re a one-person consulting firm, you might not need a “Team” section beyond 
yourself and maybe mention external partners like an accountant. That’s fine – remove 
or simplify sections that don’t add value.) 

• Check Alignment: Ensure the tailored plan still aligns with overall goals. For instance, if 
your service business template emphasises quality over volume, make sure your 
financial projections aren’t based on massive volume growth. Write a note to double-
check that each part of your plan tells a consistent story about how you’ll succeed. 
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Chapter 8:  
Bringing It All Together – Using and Updating 
Your Business Plan 
Congratulations on developing a thorough business plan! By now, you have covered all the 
major components: from your business idea and market research to marketing strategies, 
operational plans, and financial projections. In this final chapter, we’ll discuss how to use your 
plan moving forward and keep it as a living document that actually helps you run your 
business. 

A business plan is not just a one-time document to appease the bank or tick a box. The true 
power of a well-crafted plan is in guiding your actions and decisions as your business grows. 
Here’s how to make the most of it: 

Using Your Plan as a Management Tool 
1. Guide Your Actions: Treat your business plan as a roadmap. Refer to it when making 
decisions. For example, if an opportunity arises to introduce a new product or enter a 
partnership, check against your plan: Does this align with my mission and target market? Will it 
help achieve my stated objectives? If it fits, great. If not, you either pass on the opportunity or 
deliberately adjust your plan (which is fine, as businesses evolve). The plan helps prevent shiny 
object syndrome – chasing ideas that distract from your core strategy. 

2. Set Targets and Track Progress: Your plan contains targets like sales goals, marketing KPIs, 
and key milestones. Use these to measure how you’re doing. For instance, if your plan projected 
100 customers by end of Q2, periodically check: How many do we have by Q2? If it’s 80, analyze 
why short – perhaps marketing underperformed or conversion is lower. If it’s 120, excellent – 
maybe your tactics worked better than expected; consider revising targets upward or identifying 
what to double down on. Many businesses create a simple dashboard (even just an Excel sheet 
or a whiteboard) with monthly metrics drawn from the plan (sales, expenses, website traffic, 
etc.) and update it regularly. This keeps you goal-focused. 

3. Communicate with Stakeholders: Your plan is a communication tool. You can share 
relevant portions with different stakeholders as needed: 

• Banks/Lenders: If you apply for a loan or overdraft, your polished business plan can be 
submitted to justify the request. Because you’ve prioritized UK bank expectations in 
your plan (e.g., clear financials, realistic assumptions), you’ll be speaking their 
language. 

• Investors: Likewise, an investor might initially see a pitch deck, but they will ask for a 
detailed plan or due diligence info. Having this ready shows professionalism. Even 
excerpts like your financial projections or market research data can be pulled from the 
plan to answer their questions. 
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• Partners or Key Hires: Suppose you want to bring on a business partner or a senior 
employee. Sharing your plan (or at least the vision, market, and strategy parts) helps get 
them on the same page quickly. It demonstrates you’ve thought things through, which 
can attract people to work with you. 

• Mentors/Advisors: If you have a mentor or are part of a business support program (like 
British Business Bank’s Start Up Loans mentoring), showing them your plan allows for 
more focused advice. They can see your whole picture and give input on weak spots or 
improvements. 

4. Operational Reference: Keep a print or digital copy of your plan accessible. When you hire 
employees, you might abstract parts of it into an “employee handbook” or at least brief them on 
the mission, target customer, and strategy – essentially elements from your plan – to ensure 
everyone works consistently toward the same goals. If you outlined processes (e.g., operations 
or customer service policies) in your plan, those can become the basis for training manuals or 
standard operating procedures. 

5. Revisiting Assumptions: Businesses operate in dynamic environments. Some assumptions 
in your plan will hold true; others won’t. Use your plan to consciously check assumptions. For 
example, if you assumed a certain marketing channel would deliver 1,000 website visits a 
month but it’s actually delivering 100, analyze and decide: was the assumption unrealistic, or is 
the execution failing? Adjust your approach or assumptions accordingly. The plan gives you a 
starting benchmark to compare reality against. 

Keeping Your Plan Up-to-Date 
Your business plan should evolve as your business does. Here’s how to keep it current: 

Schedule Periodic Reviews: Mark your calendar for a plan review – typically every 6 months or 
annually at minimum. This doesn’t mean rewrite everything, but go through each section and 
note changes: 

• Market conditions: Has a new competitor emerged? Did Brexit or a new regulation 
change anything in your industry? Update your market analysis and SWOT (strengths, 
weaknesses, opportunities, threats) accordingly. 

• Goals: If you met some goals early, set new ones. If you missed some, adjust 
timeframes or tactics. For instance, maybe your Year 2 revenue goal now looks too 
conservative – you can raise it, and plan what resources you’ll need to achieve the 
higher target. 

• Strategy shifts: Perhaps you discovered a more profitable customer segment you want to 
focus on, or a new product line idea. Work that into the plan: update your target market 
description and product/service roadmap. 

• Financials: Replace projections with actuals where possible, and extend your forecast 
forward another year as time passes. This rolling forecast helps in budgeting and if you 
approach financiers later, you have a track record to show. 
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By reviewing regularly, your plan stays a relevant reference document rather than a stale file. It 
also makes writing future plans easier (say, when expanding or seeking investment, you’ll 
essentially just refine the existing plan). 

Document Major Changes: If you pivot your business model or there’s a significant change in 
direction, do a thorough update of the plan immediately. It’s okay if your business changes – 
many do – but reflect it in the plan so that your decisions and external communications remain 
coherent. For example, if a tech startup completely changes its product offering, the old plan is 
obsolete – create a new version focusing on the new product, market, and strategy. 

Version Control: Keep old versions of your plan. It’s interesting and educational to look back 
and see how your thinking evolved. Name files clearly with dates (e.g., 
“BusinessPlan_XYZ_Jan2025.pdf”, “..._Review_Jan2026.pdf”). This is also useful if you need to 
provide a plan that reflects what you knew at a certain time (like what you submitted to a bank  

Maintaining Momentum 
Writing a business plan is a big achievement – it requires introspection, analysis, and 
forethought. Now, use it as a springboard. Keep the momentum going: 

• Implement your action plans: Go back through each chapter’s action prompts and 
make sure you schedule or tackle those tasks. For instance, if you noted to test your 
Lean Canvas assumptions by talking to 10 potential customers – set up those 
conversations. If you planned to practice your pitch, get the date on the calendar. 

• Use your plan for accountability: If you have a mentor, adviser, or even a friend in 
business, share your goals from the plan with them and set check-ins. For example, “My 
plan projects reaching 100 unit sales by June; can we touch base in July to review how I 
did?” This external accountability can motivate you to strive toward the targets you set. 

• Be flexible and learn: No plan survives exactly as written – and that’s okay. Treat 
deviations as learning. If marketing is harder than expected, perhaps you’ll spend more 
time there and less on another area initially. Update your plan to reflect the new reality 
and keep going. Planning is iterative. 

• Celebrate milestones: Your plan likely includes key milestones (first 100 customers, 
first £10k revenue, product launch date, etc.). When you hit one, celebrate it! It’s 
important to acknowledge progress. It also boosts morale for you and any team 
members or supporters. Then look to the next milestone and keep pushing forward. 

Final Thoughts 
A clear, practical business plan is one of the best tools in your entrepreneurial toolkit. It forces 
you to think through all aspects of your business – and now you have done exactly that. By 
focusing on UK-specific guidance and making the content action-oriented, you’ve set yourself 
up with a plan that is both credible to stakeholders and genuinely useful for running your 
business day-to-day. 

Remember, the plan is a living document. Revisit it, refine it, and keep it aligned with your 
business journey. Whether you’re a sole trader offering professional services, a tech start-up 
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chasing growth, or a small business scaling up, your business plan will help you navigate 
decisions with confidence and purpose. It’s your map – but you hold the compass. 

Now, with plan in hand, it’s time to execute and turn that plan into reality. Good luck, and may 
your business achieve all the success you’ve planned for – and more! 
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