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What No One Ever Tells You About Starting Your Own Business

Preface
If you are thinking about starting a business-and even if you already have
started one, this book is your opportunity to learn from those who went
before you.
This also is a book of surprises—101 of them. One thing is for sure: The
101 business owners in this book wish they had known about these surprises
in advance.
I asked hundreds of business owners this question: If you could start all over
again, what would you do differently to be more successful, to be successful
sooner, or to be successful with less effort? From their stories, I chose 101 to
share with you.
This is your chance to benefit from their hindsight. When you’ve finished
reading this book, you will know what they didn’t when they started out.
These experiences are not flukes, nor are they isolated to certain industries or
regions. The 101 people and businesses profiled in these pages are drawn
from every region of the country, plus Guam. Their ventures touch every
industrial category. The businesses range from one-person, home-based
offices to billion-dollar global corporations. The youngest owner was in his
early twenties when he began. The oldest was in his sixties. They are men and
women, minorities and immigrants, the rich and the merely rich in spirit.
Despite their diversity, they have much in common. And if you’re a budding
business owner, they share this bond with you, too.
Sooner or later (and probably more than once) you will be surprised by
something you did not anticipate when you decided to go into business. Each
of these people was. In fact, I’ve interviewed thousands of business owners
in the past decade, and they all tell stories of being surprised after entering
the wonderful world of entrepreneurship because they didn’t expect, or no
one ever told them about, something.
Ultimate Business Planner
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I’m certain you will find a useful tip, a helpful insight or at least a warning sign
in these stories. In fact, I’m certain you will find more than one.
However, you won’t learn everything about business ownership in these
pages. Some stories may not relate to you or to your business directly, but if
only one of the 101 is helpful, you just might be more successful (or successful sooner) or you might not have to work so hard at being successful than
you would have otherwise. At least that’s what each of these 101 business
owners told me. (Imagine if 99 or 100 of these stories help you!)
Other than the fact that each person profiled here was surprised by the
unknown, another undercurrent runs through all 101 stories. It is the irrepressible will to succeed—something seemingly so rare these days, yet nearly
universal among successful business owners. Success did not come easily to
any of these entrepreneurs. Each faced challenges; many faced multiple
setbacks; some failed miserably before succeeding. But each had the will to
press on, to achieve a dream, to reach a goal.
You will find that some of the 101 business owners solved their problems by
doing the very things others found to be of no help at all. Circumstances and
personal style will dictate what works for you, as they did for these business
owners. For example, Jim Dartez thinks it would have been easier to give up
some ownership in his company to get working capital, but Gia McNutt
never would have considered such a thing. Patty Musich wishes she had
started with a partner, but Roy Robbins regrets that he did. No magic wands
or one-size-fits-all answers exist. Yet in this potpourri of wisdom and experience, you are bound to find something helpful.
When you do, don’t thank me. Thank the people responsible: the 101 courageous souls who braved the harsh realities of commerce and emerged better
for the experience. They are generous in spirit. They were happy to share
their hard-learned lessons with me, and now with you, because in doing so
they might help others travel that road more comfortably. My advice to you is
this: take advantage of their gift.
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I have arranged their stories in six parts. The first, “Look Before You Leap,”
relates how advance planning can avoid problems down the road. “Early
Decisions” tells how critical threshold decision making is in starting a business. “The Money Chase” throws light on costs and sources of the green
stuff. “Management Issues” gives rare insight into developing a boss’s knowhow and perspective. In “Helping Hand(s),” see where help awaits and how
best to use it. The final part, “Marketing,” underscores the importance of
matching what you sell to what people want.
If you absolutely cannot tolerate the unexpected and shy away from challenges, you probably should not go into business for yourself. Successful
business owners will tell you that surprises are the challenge, not the penalty.
Learn from these veterans of the business world. Be forewarned and forearmed. When surprises surface, be ready to adjust and move forward. After
all, the uncertainty of business ownership is a great part of its wonder—and
it’s fun.
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Look Before You Leap
You’ve got this seed. Some people describe it as a burr, an itch, a gnawing
idea, or a passion. You want to start some venture to scratch the itch or
realize the passion.
No one ever told you how much planning you need, where the money should
come from, how much you should know, or what to ask if you know you
don’t know. What the experts do tell you just may be wrong. Man! This
business stuff is hard, but nobody ever told you how hard. And you haven’t
even hocked the house yet.
Before you run off and do something you’ll regret, take a deep breath and
think what you need to launch your enterprise successfully. If you lack the
training and experience your particular venture requires, now is the time to
get it. If you don’t have enough information and market research to point
you in the right direction, now is the time to get it.
Write—yes, write—a business plan. If that plan has some holes, ask one more
question, study one more spreadsheet, look at one more possible location.
The pre-start-up phase is the time of greatest impatience for the new
business owner. You’re eager to run. Just be sure you know where
the track is.
After you’ve prepared and have that sense that your idea and the timing are
right, trust yourself to make it happen, even if the supposed experts can
“prove” you’re wrong. Now is the time to do it.
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It All Starts With A Dream
Sometimes the conventional wisdom is wrong.
Anyone who watches American television knows that Dave Thomas is the
world’s biggest hamburger fan. The founder of Wendy’s International
appears in commercials for the 5,200-unit restaurant chain. Few customers
realize, however, that Dave made his first million dollars as a Kentucky Fried
Chicken franchisee. He even invented the rotating bucket sign that stood
over thousands of KFC restaurants for years.
But when Dave sold his franchises at the age of 37, his dreams drifted back
to his favorite food: hamburgers. Fresh meat, slowly grilled, in large proportion to the bun.
“Everyone told me-especially bankers and financial people-that opening
another hamburger restaurant was a bad idea,” Dave says. “They said the
market was saturated. McDonald’s and Burger King had all the business they
could handle, and the world didn’t need another hamburger restaurant.”
If Dave had listened to the experts, he never would have launched the $6
billion Wendy’s, named for one of his daughters.
Instead, Dave followed his instincts and his dream. On November 15, 1969,
he opened a restaurant in Columbus, Ohio, that served made-to-order
hamburgers, chili, french fries, thick milkshakes, and soft drinks. That was
the entire menu. The first day, customers lined up out the door.
“The other guys sold batch-cooked hamburgers made from frozen beef that
sat under a heat lamp,” Dave says. “I knew that people would like what
Wendy’s offered. And, luckily, I was right.”
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Luck had little to do with it. If you’re going to follow your instincts, you’d
better hone them well first. Since age 13, when Dave began working in a
restaurant, he talked about opening his own business some day. He learned
every aspect of the business, from cleaning tables and flipping burgers to
focusing the menu and marketing.
He may not have had a written business plan and formal market research, but
Dave had been creating that plan and gathering information informally for
25 years.
“Research isn’t everything,” Dave wrote in his autobiography, Dave’s Way.
“Not long after we started, Burger King paid a lot of money for a research
study that explained why Wendy’s wouldn’t work.”
Wendy’s did work, Dave says, because it provided what customers wantedquality coupled with fast service. And Dave found that customers were
willing to pay more for a good hamburger. Later, when customers asked for
an expanded menu, Wendy’s, now headquartered in Dublin, Ohio, added
salads, baked potatoes, stuffed pita sandwiches, and chocolate chip cookies.
In the beginning, Dave’s vision for Wendy’s wasn’t international. He even
continued his executive job at another restaurant chain for awhile. Yet his
first restaurant was profitable after six weeks. He opened a second one a year
later. The chain expanded beyond Ohio in 1972. That’s when he quit his
other job.
“I’m often asked for advice about what it takes to start a business and make
it a success,” Dave says. “It all starts with a dream. The hardest part is being
willing to do whatever it takes to make your dream a reality.”

Ultimate Business Planner
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Dave has some basic rules for putting flesh and bones on a dream:
•

Do your research. Know the business you want to start. Understand your
customers and their needs.

•

Your dream must be different in some way from your competitors’
dreams.

•

Quality and customer service must be your twin top priorities.

•

You must work hard.

“If you don’t have a burning desire to succeed, you won’t,” Dave emphasizes.
“And when you do succeed, it’s very important that you give back to your
community.”
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Make a Plan
A formal, written business plan serves an invaluable,
positive purpose for a new venture.
Patricia Creedon seemed destined to own an electrical contracting company.
Her father was a construction manager for Dupont, and she married an
electrician. Throughout her childhood, her father talked about starting a
business, “and he brought me into his dream,” Patricia recalls. “He always
said, ‘You can be president.’ He gave me that entrepreneurial spirit.
Although he had sons, Patricia’s father always shared his vision with her.
Gender bias didn’t exist for him
When she did start Creedon Controls, Inc., in Wilmington, Delaware, in
1989, she was the president and Dad was vice president, even though he lived
in another state. She relied heavily on his mentoring.
Patricia was so busy incorporating her company, writing the bylaws and
running after customers that she didn’t write a formal business plan.
“I had it in my head, but there’s a big difference in putting it on paper,”
she says.
It was an oversight that almost sunk her fast-growing company.
She worked out of the basement in her home. The daily grind of growing a
company while raising three children kept her from meeting with other
entrepreneurs to share problems and concerns.
Despite double-digit annual sales growth, Creedon Controls was cash poor.
After five years, Patricia thought she would lose her business.
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“I had a good story to tell, but I didn’t know it,” she says. “I needed money
and didn’t know how to get it.”
In the start-up phase, Patricia had attended a few workshops put on by the
Service Corps of Retired Executives (SCORE), a business counseling group
affiliated with the U.S. Small Business Administration. She returned to
SCORE counselors to help her write her business plan.
A typical business plan consists of four sections, beginning with the statement of purpose: the company’s objectives and why it will succeed. If the
plan is used to obtain financing, this segment should state how much money
the company needs, how the company will use the money, and how the
company will repay the loan or compensate investors.
The business plan should include an organization section that describes what
the company does and the distinctiveness of its products or services.
Creedon Controls, for example, performs electrical contracting for heavy
industrial uses, specializing in robotics and fiber optics. Patricia describes the
qualifications and responsibilities for herself and her top executives. If she
had written the plan when she founded her company, she would have
detailed her start-up costs and her five-year plans. This section also should
describe the company’s system for maintaining financial and other records, all
insurance, and security measures, such as inventory control.
The business plan’s marketing section should describe the company’s potential
customers and how to reach them. It should evaluate direct and indirect competition and the company’s competitive advantages. All promotional activities,
pricing, packaging, and distribution also should be detailed in the marketing
section. Finally, the business owner should use the marketing section to discuss
industry trends and how the company will lead them.
The financial section summarizes the company’s available capital and financial needs. A new company needs a pro forma cash flow statement and a
three-year income projection using the revenue and spending information
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from the pro forma. This is the part new entrepreneurs hate: How can they
know the dollars and cents until they’re actually in business? That’s where
research of the industry and competition helps. Books, trade association
publications, surveys, and studies contain financial information about similar
companies that can serve as a guide.
The business plan is the blueprint, not the building. As circumstances change
and new information and experience come to light, the plan can be changed.
Any documents-executives’ resumes, financial analyses, leases, incorporation
papers-used to write these four sections of the business plan should be
placed in the plan’s appendix.
“Writing a business plan got me out of the day-to-day grind and let me focus
on the future,” Patricia says. “Entrepreneurs need to spend time on the
vision.”
Her company now focuses on the high-tech end of electrical contracting.
Creedon Controls installs fiber optics, heat tracing, and sophisticated
security systems for offices and industrial plants, and robotics systems for
manufacturers.
Patricia is now working on a strategic business plan for the future and is
active in executive advisory boards, which hones her own skills while allowing her to work for good causes.
“I probably got into business at the worst time,” she says of the early 1990s,
which was marked by the nation’s worst recession since the Great Depression. The construction industry was hurt severely. However, the discipline
required to survive a poor economy helps an entrepreneur do even better in
good economic times.

Ultimate Business Planner
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Suddenly You’re Nobody
Line up plenty of cash and credit lines before
starting your business because you may not be
able to get them later.
Luciano Capote-his friends call him Lucky-knows what it’s like to start with
nothing. When he immigrated to Texas from Cuba in the 1950s, he was
penniless and didn’t speak a word of English. He washed dishes for two
years and saved enough money to go to Texas A & M University. After he
graduated, he got a job with a start-up computer company called Texas
Instruments.
Lucky advanced as the company grew, and he eventually managed 400
employees. Lucky discovered that banks court corporate executives with
offers of home equity loans and credit cards. Through these offers, Lucky
had access to the funding he would eventually need to start his own company. But while still employed at Texas Instruments, Lucky did not know
how difficult it would be to raise the money once he became self-employed.
When he canceled a $50,000 home equity line of credit, it never occurred to
him he was cutting off a source of money that would be next to impossible
to find once he launched his own business.
At the age of 58, Lucky felt too dissatisfied to stay at Texas Instruments and
too young to retire. So in 1984, Lucky took his retirement savings and started
National Microcomp Services in the garage of his Tustin, California, home
to service computer systems for corporations and public agencies. Prospects
were excellent of winning contracts with companies that owned Texas
Instrument computers but lacked in-house repair skills.
“I tried to get that line of credit back, and the banks wouldn’t talk to me,”
Lucky says. “If you check that box that says ‘Are you self-employed?’ on the
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loan application, the computer will read nothing else.”
He couldn’t even get a line of credit at a large bank with which he had a
$120,000 contract to service its automatic teller machines.
“People take for granted that they will get a line of credit because they own
property, but the self-employed often can’t unless they have personal relationships with their bankers.”
Many would-be business owners think they’ll get their money from banks,
but most start-ups finance their dreams through Aunt Edna and the cookie
jar-in other words, relatives and personal savings. A study by the National
Federation for Independent Business (NFIB) in Washington, D.C., found
that 75 percent of new businesses relied on their owners’ money.
Lucky’s cookie jar was his retirement money. Some business owners save for
years or work two jobs. One business owner sold his coin collection. Another took a loan on his life insurance policy. Still another invested an
inheritance. In the early 1990s, thousands of laid-off workers launched new
ventures with their buy-out pay from their former employers.
The NFIB study found that almost a third of U.S. businesses receive a
financial push from family and friends. Still other businesses turn to helpful
suppliers and customers.
Don’t let the lack of money hold you back, Lucky advises. Just as he managed to get a college education on minimal resources, he managed to grow
Microcomp Services tenfold from his garage days to contracts and employees
from Hawaii to Arizona. The company has had multimillion-dollar contracts
to repair and service computer equipment for the Navy and for major
corporations such as Motorola and Data General.
Lucky finally got that line of credit after almost five years by turning to a
small local bank where the loan officers knew him well. However, to this day,
he must sign his personal guarantee for business loans.
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Start with What You Know
Choose a business you know and with which
you have experience.
Norris Randall, fresh out of the Army and holder of a college degree in
industrial arts, had a job offer to teach high school. Then his father called
for help.
Louie Randall had owned a successful men’s clothing store, but in 1956, he
was talked into starting a tile installation business by a guy with big promises:
“We can make $100 a day building bathrooms, and we’ll split it 50-50.”
It was a business neither father nor son knew anything about. If Norris had
stuck with his training, he would have gone into woodworking. He had, in
fact, built several houses before his father’s leap from retailing to tile work.
Louie bought a used pickup truck and some materials, then asked Norris if
he’d like to learn the tile business from his expert partner.
“Big mistake,” Norris admits. “It quickly became apparent that the man did
not know much about business recordkeeping and the need to make a
profit.” The partner, for example, didn’t bother to figure the cost of
materials and shipping into his pricing. After a few months, the tile man was
gone, and Norris continued Randall Tile Co. in Phenix City, Alabama,
learning on the job.
“It was still a seat-of-the-pants operation,” Norris says. “I wouldn’t do it that
way again. I’d have chosen something I had some knowledge of and
experience with.”
After three years in business, Norris thought the company was doing well
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until an accountant friend helped him figure his income taxes.
“After we figured out that I had made $4,400 for the whole year, he said, ‘You
might as well go out and get a job.’ That’s when I realized this was not a
game,” Norris says.
Fortunately, Norris’s wife had a nursing job to support the family.
That financial exercise was the wakeup call Norris needed to get a handle on
each project’s costs. In the past, when Norris bid for a job, the customer
would claim that a competitor was willing to do the work for less. Norris
would meet the lower price to get the work.
“I decided, if I can’t make a profit, I don’t want that job,” he says.
He stopped meeting competitors’ bids and stuck to his own terms. As
Norris’s reputation grew, customers started giving him the work anyway
because of his quality, reliability, and references. Much later, Norris figured
out that many of those lower bids were phantoms.
In 1960, after the birth of the Randalls’ third son, Norris’s wife quit her
nursing job to keep the books for Randall Tile Co. Nine years later, the
company stopped accepting installation work and concentrated on supplying
tile and related materials to contractors. As a supplier with one location,
Norris was better able to manage his workforce than he had been with dozens
of work sites spread over a wide area.
Norris is semiretired now, and his son, James, runs Randall Tile Co.
Today, the five-employee company must compete with national warehouse
retailers like Home Depot. The key, Norris says, is resisting the urge to meet
competitors’ prices.
“One of our biggest customers told my son that we don’t have the lowest
price, but the competitor couldn’t guarantee he’d have the product, and we
could,” Norris says. “We always come to the rescue; that’s how we survive.”
Ultimate Business Planner
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Part 1

Self-Taught
New business owners must do their own market
research. They must not rely on other sources or
government agencies, whose goals are not their own.
After a career in Naval intelligence, Jack Givens started teaching international
management to college business majors. He grouped students into teams to
write business plans for companies exporting specific products to specific
countries. The academic exercise was good training for international commerce, for which these students were preparing.
“I did my own homework, to find out what the students would encounter,
and discovered that while the U.S. Department of Commerce had statistics,
its employees didn’t know much about running a business,” Jack says. “I’d
ask, ‘Where am I going to sell my product?’ and they’d say, ‘Gee, we don’t
know. You have to tell us where you want to go and we’ll give you information.’“
So he asked first about the Philippines because he had lived and worked
there for several years. Jack found, based on his years of working all over the
world, that much of the information he collected from the Department of
Commerce about the Philippines and other countries was unverified or
meaningless.
“I wouldn’t base any business decision on one source, but with this kind of
service from the government, a small business would go bankrupt,” Jack
says.
He carried that experience with him when he started InterTrade Systems,
Inc., a Sandpoint, Idaho, company that trains U.S. small businesses in
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international trade. The firm’s second mission is to show governments in
developing countries how to create business incubators.
For starters, Jack sampled the assistance from numerous small-business
agencies, organizations and volunteers and found that they were inadequate
by themselves. The groups often drew upon studies, databases, and statistics
collected by the government or academic groups. The data are plentiful, but
must be interpreted and put into the context an individual company will face,
Jack says. Numbers in a vacuum are meaningless, yet they’re so voluminous
that many entrepreneurs don’t know where to start.
“Many small-business owners say they don’t have time to do the research,”
Jack says. “But no one has the vested interest in your business success that
you have. If you allow someone else to do your research, he won’t challenge
the information like you will, so the results and recommendations might not
be the best for your particular company.”
Jack found that he had to do the research for InterTrade himself. He knew the
right follow-up questions to ask, pursued leads, and wouldn’t give up when he
got the runaround from federal bureaucrats.
Jack found that many American companies wouldn’t pay for his research
assistance in developing their international marketing plans. However, he did
enter into contracts with the World Bank to create business incubators in
developing countries. These countries then came to him for training in
keeping these incubators going and growing.
Patience is an absolute necessity, Jack has discovered firsthand, because of the
instability in developing countries. Mongolia, for example, has changed
political leadership six times since he first started talking with country leaders
about its business development efforts. He learned for himself that Mongolians don’t answer the telephone if they’re not expecting a call. An unsuspecting telemarketer would go nuts.
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Jack’s personal knowledge of international business proved invaluable as he
tried to open doors in foreign markets. He always lets foreign dignitaries
know that he is president and chairman of InterTrade, even though he makes
it clear that the company is small.
“I’m asked to speak to business groups all over the world, but if I hadn’t been
this ‘corporate chairman,’ heads of state wouldn’t talk to me,” he says.
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6. Don’t Buy Blindly
Investigate its finances thoroughly before buying
a business.
Celia Dorr knew it was time to change careers when she passed out from
stress at the big law firm where she had worked for years. A friend of hers
was equally in need of a change, so they marched blindly into business
ownership.
“We thought that if we could buy a secretarial service, it would be easier
because we would already have an established customer base,” Celia says.
“We would have the necessary equipment, and everything would be in place.”
When Celia and her friend saw an advertisement for a secretarial service in a
beach community 40 miles from their homes, they set out to buy it.
“We could envision ourselves having wonderful lunches overlooking the
ocean, and we’d have a luxurious store-front office,” Celia laughs.
The seller was asking $100,000 for the business and equipment, and Celia
thought she was driving a hard bargain by offering $85,000.
“Thank goodness the business broker had ethics,” she says, “because he
advised us to make our offer based on the company’s books and records.”
Celia and her friend hired a business appraiser who first interviewed them
about their goals, the services they wanted to offer, their experience, and
their target market. Then he interviewed the business seller, inspected the
equipment, and reviewed the company’s finances.
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He appraised the business’s value at $15,000. The equipment was obsolete
and no longer under warranty. It had no contracts to guarantee that a certain
amount of work would remain with the company after the sale. The business
was not making enough profit to support one business owner, he told them,
let alone two.
“We were shocked!” Celia says. “We immediately rescinded our offer.”
Many inexperienced entrepreneurs believe, as Celia did, that buying an
existing business is less risky than starting from scratch. And a going concern
does have some potential advantages, such as immediate revenue, location,
established reputation, contracts, customers, inventory and equipment.
However, many established companies, like old houses, come with problems.
A company’s location may be on the decline. Its reputation may be bad. Its
equipment may be obsolete, broken, or completely depreciated. And, as Celia
discovered, the seller is likely to have an inflated view of the company’s worth.
While a company with patented products, strong management teams, and a
strong competitive advantage can sell for many times its annual profit, a
personal service business may sell for an amount equal to a year’s profit
or less.
As a prospective buyer, you can do some of the due diligence yourself. First,
talk to business neighbors to find out potential problems with the location or
the specific company. Also, you can learn a great deal just by hanging around
and observing the location and the business at different times during the day.
Be cautious about telling anyone you are a prospective buyer, however,
because word about a pending sale can harm a business and expose you to a
lawsuit by the seller.
Unless you understand financial records, hire an expert to examine the books
of any company you are thinking about buying. Hire an attorney to review the
sales contract.
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“Our business appraiser charged us $1,500, and it was the best money I ever
spent,” Celia says. That appraiser recommended that Celia and her friend start
their own secretarial service close to their homes instead of buying one.
Sterling Keystroke Services opened in Fullerton, California, in 1989. Celia’s
partner soon left because of personal problems, but Celia has expanded her
secretarial services to include desktop publishing and resumé writing.
Over the years, Celia has had several owners offer to sell her their businesses.
“Each time, I followed our appraiser’s example. I reviewed the books and
records, looked at the equipment that was for sale, determined what I was
really buying, and, in the end, decided to buy only a portion of one business,”
she says.
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7.

Part 1

Work for Free
Your learning curve will be shorter if you work
in the business or a similar one before you buy or
start your enterprise.
Jeff Stark quit a management job with a national electronics retailer in 1989
to buy La Habra Moving and Storage in La Habra, California. Jeff ’s work
background brought invaluable experience to the company. As a manager in
the large retail chain, Jeff learned to deal with employees; serve even difficult
customers with a smile; and value computers in organizing and running a
business.
“However, I had never worked for a moving business before purchasing
one,” Jeff says. “If I did it again, I would spend 90 days working for no
salary under the tutelage of a mentor so that when I took the reins I would
have hit the ground running. The way I did it, I’m sure it took me more than
two years just to feel comfortable with all the ins and outs of the business.”
Jeff chose to buy an existing company with a proven track record, a steady
income stream, and a solid reputation for quality work; however, the business
was worn around the edges. Jeff brought to La Habra Moving an infusion of
enthusiasm, energy, and desire to grow the company. What he lacked was
knowledge of the moving industry and understanding of his particular
company’s strengths and weaknesses. Learning these things while dealing
with all the other issues of ownership took time away from expanding the
company.
Over time, Jeff discovered that La Habra Moving offered services and
products that even regular customers didn’t know about. Imagine Jeff ’s
dismay when he showed up for a moving job shortly after buying the com-
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pany and learned that the customer had bought moving boxes from a
competitor because she didn’t realize La Habra Moving would not only sell
her boxes, but deliver them.
Too many people think they want to own a restaurant because they love to
cook or buy a flower shop because they love to garden. They don’t appreciate
how much of running a successful business has nothing to do with their
passion. Some managers strike out on their own before they realize their
previous jobs never trained them to handle financials, plan and execute
marketing strategy, or clean the toilets at night if no one else does it.
Jeff thinks 90 days would have been enough to educate him in the details
particular to the moving business. Perhaps. Some management experts
recommend working at least a year in a business similar to the one you want
to buy or start. Other successful entrepreneurs spend many years learning
their crafts and industries before braving the wilds on their own. The time
you spend working in a specific business before taking ownership has less to
do with how fast you learn and more to do with your comfort level and past
experience and the technicalities of the trade.
Despite his leap-before-training technique, Jeff did well with La Habra
Moving. Under Jeff ’s management, the company increased revenues fivefold.
Its staff increased from 4 to 25. He created a separate company, Box Connection, to sell moving supplies and deliver them to local customers. In 1997, he
affiliated his local moving company with Wheaton Van Lines so he could
accept interstate moving jobs, a requirement for further growth. But that
growth wasn’t what Jeff wanted for himself. He sold the moving company
and kept Box Connection because Jeff felt that its potential for expansion is
greater than the moving business’s potential, while competition is less.
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8.

Part 1

Know the Rules
Before launching your business, learn the laws and local
ordinances that affect your enterprise.
Janie Williams had worked for tax preparation companies for ten years when
she decided to open her own tax and bookkeeping practice in her home in
1993. Imagine her surprise when she went to city hall to get a business
license and learned that her municipality prohibits home-based tax preparation businesses.
Estimates of the number of home-based businesses range from 18 million
to 47 million, depending on who’s counting and what is being counted. The
technology-personal computers, software, telephone services, and more-that
has fostered this growth of home-based businesses has expanded much
faster than municipal government’s ability and willingness to cope with the
phenomenon. Some cities flat out prohibit businesses in the home; most
have restrictions that limit the type of work that can be done from home.
Even the tax laws are tougher on home-based businesses.
But Janie Williams’ lesson applies to companies starting out in shopping
centers, warehouses, or office buildings, too. Entrepreneurs should investigate zoning laws, lease restrictions, and property association rules before
opening their businesses.
Janie says she is fortunate to live in Long Beach, California, which works
with its business owners. Even though she made it clear she would be
preparing taxes, the city listed Janie Williams & Associates only as a bookkeeping service, which Long Beach permits in residential neighborhoods.
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Janie, who has become active in local and national home-based business
groups, stresses that it is important for home-based business owners to be
open and honest with governing entities. It is better to learn the limits in
the beginning than to be shut down when an enterprise has contracts and
obligations.
Janie is careful to abide by another city restriction that limits the number of
clients who can visit a home-based business in one day. Many cities don’t
allow customer traffic, or even employee traffic, to homes, she says.
A friend of Janie had two employees working in his home business for two
years without incident. Then he remodeled his kitchen. A city inspector
checking on the construction noticed and reported the workers, and the city
shut down the man’s business.
Also, most cities don’t allow home-based businesses to have signs. “I
wouldn’t want one anyway,” Janie says. “It announces to thieves that I have
computer equipment on the premises.”
Many of the restrictions imposed on businesses in the home are unfair
because they don’t apply to the same circumstances in which a business isn’t
present, Janie says. Many cities, for example, prohibit street parking for a
business, but have no parking restrictions for houses with five or six adult
and teenage drivers. They don’t allow a business to have employees, but do
allow a homeowner to have a full-time babysitter or housekeeper in the
home. They don’t allow home businesses to receive deliveries, but wouldn’t
dream of imposing such a restriction on mail-order shopping junkies.
“The laws vary widely across the country and in urban versus rural areas, so
each business owner must find out for himself,” Janie says. “Also, people who
live in condominiums or planned communities have homeowner associations
that often have more restrictive rules for home businesses than the cities do.”
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Many of the restrictions on home-based businesses have sound reasoning
behind them. People don’t want auto repair shops, toxic chemical plants, or
all-night machine shops in quiet, residential neighborhoods. They don’t want
the streets packed with customers’ cars or 12-foot-high neon signs blinking
at night.
However, most cities don’t have enough workers to run around looking for
trouble, Janie says. They enforce their home business ordinances on the
squeaky-wheel philosophy: if neighbors don’t complain, business violations
are ignored.
“It’s important to know the rules, then not be too blatant if you can’t abide
by all of them,” Janie says. “All my neighbors know what I do. They even
come over on street-sweeping day to tell my clients they need to move their
cars.”
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Delve into the Details
A new business owner needs both big-picture vision
and detail skills to set up the infrastructure.
After a career in medical services and sales, Margot Adam Langstaff married,
moved to Littleton, Colorado, and couldn’t find a job. Finally, she started
consulting for small businesses and, in 1992, created Financial Education
Publishers, Inc., to develop and distribute financial materials designed to help
small-business owners. Later, she added Oyster Communications to put
financial products and services on the Internet for entrepreneurs and
financial institutions. Among her products is a publication, “Small Business
Financial Guide,” and an online evaluation of a company’s financial position.
“I know how to collect financial information. I know how to sell. I know
how to market,” Margot says. “What I didn’t anticipate was the demand,
especially by lawyers and financial people, that I know everything from the
big picture to every line in my financial statements.”
She found herself poring over paperwork at her desk one minute, then
having to describe her grand vision the next. She felt that, especially as a
woman, she always had to prove herself.
“It’s grueling; you never get a break,” she says.
The greatest help in learning how to see the big picture was getting a master’s
degree in business administration, Margot says.
“It taught me the level of sophistication of the people sitting across the
negotiating table from me and what they expected of me,” she says.
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Learning to master the details took longer and was, for the most part, selftaught. The learning curve for new-business owners is sharp and pocked by
mistakes that they must learn for themselves, Margot says.
“I had to set up the systems right away-bookkeeping, legal issues,
infrastructure,” Margot says. “I never would have anticipated that I would
need all those skills.”
Margot asked a woman entrepreneur who had started and sold a Fortune 500
company why she had been so successful. The woman responded, “I read
everything that crosses my desk.” It’s a habit that Margot has cultivated, too,
after an accountant caught a sizable mistake made by an attorney in a large
licensing agreement. Margot hadn’t read the agreement.
“I have read so many contracts, hundreds of them, and picked up large errors
made by accountants and lawyers,” she says. “It would have killed me if those
documents had gone out.”
Margot works with many contract workers who don’t read the agreements
before signing them.
“I find that very few people read contracts and financials, the grueling details
that most of us would prefer to leave in that pile on the floor,” she says.
“The ability to concentrate on the details, even though we hate to do them,
is crucial.”
The key to business survival is never making the same mistake twice, she says.
If Margot senses a problem heading her way-for example, in a negotiating
meeting-she stops talking and listens. Then she goes home and researches
the issue.
“I learn better if someone sits down with me and shows me the numbers,”
she says. “The financial side of business is more difficult for me
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because I wasn’t an investment banker for years. I have been fortunate to
have a group of people who, every step of the way, showed me how to do it.”
An elderly business friend once told Margot the key to his wonderful life and
successful career: anticipate.
“I asked, ‘Anticipate crises? Things going wrong?’ He smiled and said, ‘Just
anticipate.’ So now I anticipate. And do the details.”
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10. Fill Me in Fully
If you buy an existing business, demand complete
operational information and adequate training time
from the previous owner.
Lynette M. Smith owned a secretarial service in Yorba Linda, California, for
16 years. For 14 of those years, she was active in setting up and growing local
and statewide networks of other services in her industry. She helped plan
local conferences for the groups and wrote articles for an industry newsletter.
She even wrote a book called Starting a Successful Office Support Network.
So it seemed like an easy transition when the owner of the National Association of Secretarial Services asked Lynette in 1996 if she wanted to buy the
association. The United States is big on trade groups. The Encyclopedia of
Associations, published by Gale Research in Chicago, lists more than 23,000
entries. While many are member-owned, board-run clubs, many others are
for-profit businesses.
“I would have happily run my service until retirement, but when this offer
came it was like I had been in training for it all along,” Lynette says.
But the former owner wanted to sell quickly. As Lynette negotiated the deal,
she kept copious notes on questions she wanted to ask later and ideas for
improving operations. The potential seemed enormous. While the United
States has 20,000 business support services, this association had fewer than a
thousand of them. And it was the only national trade group in the industry.
“Unfortunately, the contract was signed only two weeks before ownership
was transferred,” Lynette says. “Only the second week was dedicated to
training.”
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Her greatest need was more incubation time before the actual start-up at the
new headquarters.
Like Lynette, so many new business owners discover surprises in their
ventures despite their best efforts to prepare, educate themselves, and plan
for all contingencies. Those who buy existing businesses often find the
former owners less than enthusiastic, even if continued participation for one
to five years is negotiated into a deal. Lynette wisely used the services of a
business valuation expert, who uncovered many features about the business
side of the association that Lynette would not have thought of. And her
professional background made her more aware of problems and potential
than an inexperienced buyer would be.
When Lynette took the association reins, it was losing membership. Less than
half the affiliates renewed when their memberships expired. Few members
knew that the association sold useful publications, an important profit center.
Worse yet, Lynette didn’t know about the royalty agreements for some of
these publications.
To compensate for her lack of preownership training, Lynette worked 70
hours a week. She consulted with trusted members of the organization. She
sought comments and suggestions from members, both current and lapsed.
She added a Web site so potential members could find the association when
they were surfing for advice. She followed up renewal notices with phone calls
to those who let their memberships lapse. She updated publications and
added new ones. She stressed the benefits of belonging to the group, such as
free business consultations by phone, that members didn’t even know they
had. She pursued major corporate sponsors and encouraged new local
chapters.
And when members said they didn’t like the term “secretarial” in the
association’s name, Lynette changed it to the Association of Business Support Services, Inc.
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The number of local chapters increased by more than a third in two years.
Membership grew beyond a thousand and, more importantly, retention of
current members improved to 72 percent.
How much of this work would have been necessary anyway? Who knows?
But Lynette’s dream of 50-hour work weeks were further in her future than
she imagined before buying the association.
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11. Overcome Ingnorance
with Desire
If you don’t have experience or business know-how,
you’d better want success enough to compensate.
Craig Hartman was still in high school when he started painting houses and
decided he liked it enough to make a career of it. Not one to work for
someone else, Craig started his own company, Preferred Industrial Services,
Inc., in Fort Wayne, Indiana, in 1973.
Never mind that he had no experience running a business. Never mind that
he had no technical knowledge. Never mind that his dad and adult friends
told him to go to college instead.
“I talked to more than a hundred people during my start-up period,” Craig
says, “and most of them told me not to do it, I was too young, too inexperienced. I remember only four saying ‘do it.”
Craig ignored his doubters, but faced enormous barriers that he overcame
only through an absolute refusal to fail and, as Winston Churchill put it,
“blood, sweat, toil and tears.”
“Without question, my lack of abilities in technical knowledge and business
management significantly impeded my company’s growth,” says Craig, who
resigned as Preferred Industrial Services president in 1998 to start a bank.
“You need to have at least a solid foundation of business knowledge or
experience so you know what it takes to run a business.”

Ultimate Business Planner

2-29

What No One Ever Tells You About Starting Your Own Business

Part 1

Craig’s willingness to ask a hundred business people for advice helped him
overcome his inexperience. Even those who urged him to go to college
instead of start a business gave him plenty of helpful information.
But asking for help was tough. “Type A personalities don’t like to admit they
don’t know everything,” Craig says. “I had to make an honest assessment of
where I was, a practice that has served me well over the years.”
Craig hired workers and outside consultants to fill in the gaps in his knowledge and experience. One old hand taught him how to price jobs. Others
taught him the differences in types of paint.
“Fortunately, I had solid sales skills,” he says, “but the toughest sale was to
get people to come to work for someone who was younger and dumber than
they were.”
Preferred Industrial Services expanded beyond house painting to replacing
floors and roofs and repainting factories in 18 states east of the Mississippi
River. His staff grew to 300 people. Annual sales exceeded $25 million.
But that growth wasn’t without trauma. In 1980, Preferred Industrial Services
was losing so much money on a government contract to paint bridges that
Craig’s accountant advised him to file bankruptcy. Instead, he persuaded his
creditors to work with him to keep the company going. “To file bankruptcy
wouldn’t fit my M.O.,” he says.
Only four creditors wouldn’t cooperate. He paid them in full and swore never
to do business with them again. No one lost a dime, and Preferred Industrial
Services came roaring back.
However, in 1990, the company was in financial straits again. Craig had to sell
stock to outsiders for the first time to save the company. He bought out these
investors by 1997.
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In 1998, Craig broke Preferred Industrial Services into four corporations. He
retained minority ownership in three of them and sold what remained.
“You never stop learning in business,” Craig says. “I have a solid foundation
of business knowledge and expertise now, and most of the concepts are
universal. I wouldn’t expect [the learning curve] in my new venture to be to
the degree it was the first time around. But no doubt five years from now, I’ll
have a laundry list of things I’d do differently.”
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12. Know Yourself
The first-time business owner must recognize and
apply previously learned skills and life experiences
to the new venture.
Ellen Kruskie’s careers as an employee and a business owner couldn’t be
much farther apart. As an employee, she held administrative jobs in medical
practices and a biomedical start-up company. When she was laid off-and
determined never to allow that to happen again-Ellen started a dog wash
service.
Many entrepreneurs don’t attempt such a dramatic change in gears. But Ellen
didn’t concentrate on the differences; she culled her working career for parts
and tools that would make Carolina PetSpace in Raleigh, North Carolina,
successful.
PetSpace is a do-it-yourself dog wash and accessories boutique specializing in
dogs and cats. She likes to say she’s been in business 24 years. Dog years.
(She opened in 1994.)
“While my professional background was in a totally unrelated arena, basic
business principles are the same. I don’t care if you’re running a high-tech
company or a dog wash,” Ellen says. “Everything you’ve ever learned or
experienced applies.”
Before launching her new company, Ellen assessed her background and
realized that dealing with people was what she had enjoyed most about
working in doctors’ offices.
“Working one on one with customers at Carolina PetSpace is great,” she says.
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“They don’t just come in here, wash their dogs, and leave. Everyone has a
problem. I’m a problem solver. It’s not that different from working with
patients in a doctor’s office.”
Being the biomedical start-up’s first employee taught Ellen a lot about
launching a new company of any type.
For the biomedical company, Ellen wrote a business plan that was two-and-ahalf inches thick. The plan for PetSpace was 17 pages. She helped find
multimillion-dollar funding and 7,000 square feet of industrial space for the
biomedical start-up. That experience helped her finance and successfully
negotiate a 2,000 square-foot retail shop for PetSpace.
Ellen thoroughly researched the shop’s location and talked with everyone she
could about the pet industry. “I knew what to look for. I knew the questions
to ask,” she says. “I just had to reapply the training.”
Marketing the two businesses has been quite different, Ellen adds. One
focused on attracting venture capital and building scientific credibility for two
years before opening its doors. The other sells products, services, and advice
direct to consumers.
Ellen’s initial plan for PetSpace was to dedicate seven to nine months to
research, planning, and construction before opening.
“However, the best laid plans can be thwarted by circumstances beyond one’s
control,” she says. “My prep period stretched to nearly 16 months before the
doors opened. The preplanning paid off in that while these delays were not
desirable, either economically or personally, they were not disastrous either.
And the time warp truly tested my resolve.”
A business owner in any industry must be ready to adjust to the unexpected,
Ellen says. But “anticipating and being prepared to accommodate a worstcase scenario for the proposed business eliminates a lot of unpleasant
surprises,” she adds.
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When personal experience and skills don’t supply an answer, go out and find
it, Ellen says. About five months after opening PetSpace, she had the opportunity to buy a complementary business. Her previous employers had never
contemplated an expansion, so Ellen had no idea how to evaluate the
venture. Ellen sought the assistance of the Service Corps of Retired Executives (SCORE), whose volunteer counselors assist would-be and existing
business owners. SCORE’s expert advice helped Ellen see that the purchase
was unwise.
She has now added the experience to her reservoir of knowledge, to be
drawn upon in the future.
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13. Hobbies Aren’t Businesses
Without forethought or planning, a business owner’s
appetite for more equipment and space can easily eat
up all the profits.
What could be more fun than making chocolate? It was Patricia Green’s
favorite hobby. Therefore, in 1980, she and a friend decided to teach a few
candy-making classes and sell supplies.
They called their venture The Chocolate Tree. They leased a small industrial
space off the beaten path; the landlord said they wouldn’t last five months.
Patricia and her friend set up a display case housing samples of the candy
students could learn to make, but customers continually came in and bought
the samples. They had to make more samples constantly, and soon they were
out of the hobby business and into manufacturing and retailing. They didn’t
realize it, however, because they hadn’t thought through what they were
doing.
They continued their hobby ways for a long time. In fact, they hand-dipped
pieces of chocolate for two years.
“We just went on a wing and a prayer,” Patricia laughs. “Consequently, it took
forever to take money out of the business.”
Something always gobbled up the money faster than Patricia could write
herself a paycheck. For example, The Chocolate Tree needed more space to
accommodate the growing number of orders, so Patricia bought an adjacent
building, a former drive-through bank. Later, the company bought another
bigger building, and Patricia and her whole family practically lived in the
factory for months while they added electricity and water.
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Also, lack of planning caused mistakes. Patricia once bought a 26-foot-long
machine that was larger than either building she owned.
“Everything we earned we had to put into buildings or equipment. We
should have thought it out more carefully,” Patricia says.
But she wouldn’t advocate this growth-without-planning approach to most
start-up businesses.
“If the Small Business Administration’s Small Business Development Center
had been in existence in 1980, I would have had them help me with a business plan before opening,” Patricia says. “When you have to pay off debts
and reinvest everything in the business, it takes much too long to make a
paycheck, even a small one.”
Many hobbyists who try to turn their crafts into businesses encounter
problems. Customers won’t pay enough for a finished product to make a
business profitable. Large-scale production is difficult to establish. Tasks that
were fun on the weekend become grinding chores on a full-time basis. Or,
worst of all, an owner might be so busy with management and marketing
that she never gets to participate in the craft she loves.
The Chocolate Tree managed to outgrow its hobby roots without bankrupting the owners.
“Turning the tide simply took time-time to get equipment paid off, build
inventory, and become known,” Patricia says.
The Chocolate Tree benefited from serendipity that few small businesses
stumble into. The company is located in Beaufort, South Carolina, where the
movie Forrest Gump was filmed. The shop is not far from the spot where
the Tom Hanks character philosophized that life is like a box of chocolates.
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The tie-in is not lost on tourists-or Hollywood. A team from the Nickelodeon cable channel came to town a few years ago and filmed a segment in
The Chocolate Tree.
Today, The Chocolate Tree employs 12 people who make candy year round.
In addition to maintaining the retail store and a mail-order business, the
company wholesales chocolate to other retailers. Patricia still teaches chocolate-making classes and sells candy-making supplies to customers who are
content to remain hobbyists.

Ultimate Business Planner

2-37

What No One Ever Tells You About Starting Your Own Business

Part 1

14. Set Your Sites
Spend a little more, if necessary, to get the right location
for your business.
Chris McIntyre and Jeffery Brown, coworkers at an international corporation, dreamed of touring Europe on Harley-Davidson motorcycles. But
before they could schedule the flight, the dream vacation evolved into the
dream business. Chris and Jeff decided to rent Harley-Davidson motorcycles
to European tourists in the United States; therefore, they started EagleRider
Motorcycle Rental USA in Torrance, California, in 1992.
“When we first opened, there was no immediate need for a prime location
because we were marketing overseas and our bookings came through travel
agents,” Chris says.
But the European tourist market proved to be seasonal, so Chris and Jeff
started filling the gaps by marketing to Americans.
“Now we needed a higher visibility location,” Chris says. “We should have
spent more money on rent to secure a more prominent business location.”
Location can be a make-or-break decision for many types of businesses.
Retailers and others like EagleRider that depend on customers finding them
need high visibility with adequate parking. Labor-intensive companies, like
check processors, need to be near large labor pools. Manufacturers must be
located close to highways, rail lines, or ports.
Fledgling business owners should evaluate their businesses before even
looking for a site. They need to consider their target market-who their
customers are and where they’re located; whether their customers need to
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find them; who their competitors are and where they’re located; how much
space they need; and whether big signs are important.
Chris and Jeff decided EagleRider had to be within ten minutes of international airports in major foreign tourist destinations. The company currently
has a fleet of 150 motorcycles in Los Angeles, San Francisco, Denver,
Chicago, Las Vegas and Orlando. Both the Denver and Orlando locations are
on the main roads between the airports and the downtowns. The Chicago
operation is open just six months a year because of the city’s harsh winters,
so it’s located in a major seller of Harley-Davidson products and accessories.
The alliance benefits both.
The San Francisco office is tucked away on a side street in the downtown
area. EagleRider has looked for a better location for more than a year, but “a
location with visibility and good price is hard to find in San Francisco,” Chris
says.
And although Chris advocates spending more rent to get a prime location, he
sets limits. The Las Vegas office is a block off the Strip, where the major
casinos sit. One block means the difference between $2-a-square-foot rent
and $10 or $15, he says. The new entrepreneur must balance the best possible
choice with the business’s budget.
All of EagleRider’s locations cater mostly to men in their 30s with high
disposable incomes. Whether Americans or Europeans, these renters belong
to the passionate following the Harley-Davidson company has successfully
cultivated for its high-performance motorcycles. They pay as much as $185 a
day to ride their dream bike.
But the two customer groups are quite different, Chris says. For Europeans,
riding motorcycles is a way of life. Their rentals are longer-ten days to two
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weeks. For Americans, riding a Harley is a dream fulfillment just for the
weekend.
Although EagleRider offers several guided excursions, such as the “Outlaw
Trails of the Wild West” tour through California, Utah, and Arizona, most
Harley-Davidson renters prefer to escape on their own paths and timetables.
EagleRider confines its locations to major tourist destinations, which should
still fulfill Chris and Jeff ’s long-term plan to grow the company to the largest
motorcycle rental and tour company in the world.
But they still haven’t taken that European vacation.
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15. So Little Time
The rapidity of change in the world has shortened the
time you have to make your business successful.
During the 20th century, virtually every aspect of American life has accelerated, from car speed to global financial transactions. That speed is no friend
of today’s entrepreneur. Today, the United States has half the productive
farms it had when Russ Brown started working for his dad, Larry Brown, in
the mid-1950s. That means their company, AGSCO, in Grand Forks, North
Dakota, which creates, manufactures, and distributes crop protection chemicals, has half the market with no comparable lessening of competition.
“It used to be said that you needed at least three years to bring a new business into the black,” Russ says. “Today, you probably don’t have more than
two years, under most circumstances, to either succeed or fail.”
While every person starting a new business should anticipate and plan, rapid
change can negate the most carefully laid plans. Today’s business owner must
be willing to alter his plans quickly when necessary, Russ says.
Larry Brown started selling crops for his farmer employer during the Great
Depression before launching his own business, AGSCO, in 1934. AGSCO
had to adjust to accelerating technological developments and consolidation at
every level from farm to retailer, says Russ, now chairman of AGSCO’s
board. Today, AGSCO has evolved into a product and service supplier to
wheat and row crop farmers in five states and Canada.
Products AGSCO used to sell have been banned for environmental concerns, requiring the development of new and safer products and work
methods. To replace the banned products, AGSCO created a division to
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design new products and methods to reduce their negative impact on the
environment and economy. For example, the company developed sealed,
returnable containers that set a new standard in chemical handling.
Too much fertilization is as much a problem as too little; therefore, the
company now uses satellites to analyze land to determine that different
amounts of fertilizer can be applied to different areas of the same field.
AGSCO also supplies the machinery to apply the fertilizer with precision.
AGSCO also built a regional distribution and production plant near Grand
Forks run by computers and protected by a state-of-the-art fire prevention
system. As a young business owner, Larry Brown couldn’t have envisioned
such technology.
At the same time, farms, manufacturers, and retailers are buying out their
competitors, forcing AGSCO to change its selling habits.
“Today, we sell very little through dealers; we sell direct to customers,” Russ
explains. “We haven’t grown through acquisition, so it has become highly
competitive. The pie keeps getting smaller on the customer side, but the
competition doesn’t let up. You can’t take your foot off the accelerator.”
AGSCO’s sales exceed $26 million, and the third generation of Browns help
run the company.
The rapidity of technological change and customer consolidation is tough on
old-time companies, but even tougher on new ventures. Financial backers
aren’t as patient today, Russ says, and competitors breathe down your neck.
Time is not on the start-up’s side.
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“If I were starting now, I would look to develop partnerships and joint
ventures as quickly as it could make sense,” Russ says. “Do this not just on
the sales and marketing side, but look to combine your cost centers with
other businesses, also.”
This approach enables the entrepreneur to multiply his efforts without giving
up his status as an independent business, Russ says.
“The trick is to see these changes coming and be innovative in response,”
Russ advises.
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16. Harder Than Hard
No one can fully prepare you for how hard it is to
run a business.
Laurey Masterton grew up in an entrepreneurial family. Her parents owned
the Blueberry Hill Inn in Goshen, Vermont, in the early 1960s. Her two
sisters-an attorney and a computer consultant-own their own businesses.
And Laurey owned a commercial interior design firm that decorated showrooms for Hasbro Toys before starting Laurey’s Catering and Gourmet-toGo in Asheville, North Carolina, in 1987.
“We all skipped out of the corporate scene,” Laurey says. Yet with all that
business exposure, she continues, “It is really a whole lot harder than I
thought it would be. I didn’t know catering wasn’t going to be the easiest
thing. I didn’t have a clue, and it’s probably a good thing that I didn’t.”
Of all the challenges that entrepreneurs face, nothing matches in difficulty
the everydayness of business ownership. It exists from the moment you wake
up until the moment you collapse in exhaustion at the end of the day. It’s
exhilarating, terrifying, and constant.
“I think that the biggest challenge is keeping my spirits up,” Laurey says. “I
have averaged 30 percent growth for the past five years and still worry. I have
never done better than my business did last year, and yet in a slower time of
year, I find myself back in the worry mode.”
Her background helps get her through the down times.
Laurey started her catering business in the kitchen of her second floor
apartment. She had grown up around food, so the business was a return
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to her roots and a tribute to her mother, who died when Laurey was 12
years old.
“I couldn’t go back and buy the inn [my parents owned], but I could do my
own thing,” she says.
She learned about business plans, taxes, word-of-mouth advertising, and
networking through the Service Corps of Retired Executives.
“I created a single-page brochure, went to a local women’s networking
meeting, and introduced myself as a caterer, even though I did not know
what I was talking about,” Laurey says.
She volunteered to cater the group’s next meeting. She also placed an ad in
the group’s newsletter, which brought the first contract, a party for Steelcase,
Inc., a maker of office furniture. Many of the group’s members remain
regular clients and Steelcase continues to be a major account ten years later.
In the middle of her second year in business, Laurey was diagnosed with
ovarian cancer. About the same time as she underwent treatment, she had to
take out a large personal loan to pay taxes she hadn’t expected. Shaken, but
determined and hopeful, she returned to work as soon as she could.
As the business grew, Laurey realized she couldn’t continue to run the
company from her apartment. A private investor, Dana Smith, invested in
Laurey’s Catering, bringing money, management expertise, emotional support, and down-to-earth advice. They incorporated the company and built a
commercial kitchen.
Dana asked Laurey to make him dinners that he could pick up on his way
home each night. That request led to Gourmet-to-Go, which grew to sell
hundreds of gourmet dinners each week.
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Laurey’s Catering has grown to a 2,500-square-foot kitchen and gourmet
shop that sells sandwiches and salads. The 12-employee company handles
everything from intimate gourmet dinners to company picnics for 2,500
people.
“I could have chosen something easier, but I’m glad I took this challenge,”
Laurey says. “I really feel that the success of this business is something I
earned, not something that fell into my lap.
“You have to be your own worst critic and your own best cheerleader,” she
adds. “Every business owner reaches a point when no one will be there
telling you ‘you can do it; you can do it.’ You have to say that yourself.”
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17. Plan for Failure
Failure can happen, so a business owner must
anticipate it with worst-case scenarios
when planning.
In 1982, Gerald Brong resigned his professorship at Washington State
University to open Community Computer Centers, a value-added reseller of
Kaypro computers. Within two years, the university was his major competition and dominated the market. As a nonprofit exempt from certain business
and income taxes, the University could beat Gerald’s prices. Gerald put too
much money into inventory for a brand that was a loser in the computer
wars. His business went bankrupt.
In the bright-eyed days before opening their ventures, too few business
owners allow themselves to think about the possibility of failure. Gerald
believes he should have built into his vision an escape plan in case something
went wrong. With a worst-case scenario in hand, Gerald could have taken
businesslike action to close the company before every dime of his savings
and retirement funds were gone.
Although the federal bankruptcy system is designed to give individuals and
business owners a fresh start, don’t let anyone tell you bankruptcy is the easy
way out. Reestablishing credit and savings can take years.
After filing for bankruptcy, Gerald and his wife, Marlene, had no assets,
credit cards, or health insurance. They owed back taxes that were not discharged in the bankruptcy, plus 24 percent penalties and interest on those
taxes. Gerald couldn’t get his old teaching job back because his company had
competed with the university’s venture.
“We lost friends. They were embarrassed. They didn’t want to hear about my
failure,” Gerald says.
Ultimate Business Planner
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The Brong family rebuilt its business one brick at a time.
“Having hit the bottom of the barrel and bounced around in the slop, there
were only two things to do: Either drown in the slop or get out of the
barrel,” Gerald says. “Drowning didn’t seem like an acceptable option.”
The Brongs began by writing a business plan for their new business, which
they named GMB Partnership. Gerald does writing, speaking, consulting, and
training.
One of Gerald’s rules for this new venture is that it does not require any upfront cash or keep any inventory. For example, if a client hires Gerald to
assemble a computer system, the client buys the equipment first.
“In finding self-employment following failure, I developed business activities
that conserve cash, leverage capital, and use intangible assets to generate
positive cash flow,” Gerald says. “I sold intellect, ideas, and available
human time.”
The Brongs decided to return to the Kittitas Valley in Washington State,
where they married. “There’s a good university library here,” Gerald says.
Plus, “The rural community doesn’t judge people on their trappings.”
That’s helpful when you don’t have many trappings.
Vacations consist of picnics in the backyard of their rented house. For
entertainment, the family attends $3 concerts at the nearby university. After
the bankruptcy, Gerald couldn’t even rent a car when he went on business
trips because he didn’t have a credit card. However, he had kept his membership in Rotary International, and a fellow member, a bank manager, eventually
cosigned for a credit card.
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“We’re aggressively working to reestablish our retirement funds, but my best
guess is we will continue this lifestyle [and] I will continue to work well
beyond 65,” says Gerald, now 59 years old.
“Though there was frequently the ‘I give up’ response, it became obvious that
giving up wasn’t as much fun as survival.”

Ultimate Business Planner

2-49

What No One Ever Tells You About Starting Your Own Business

Part 1

18. Get Off the Dime
Eventually, you have to quit planning and
start the business.
After years in sales and training for international corporations, Larry Dybis
launched his own business. Actually, he was given a shove. He did such a
good job setting up a company’s marketing program, the boss decided he
didn’t need anyone to run it. Larry was out of a job.
“I had been building up other companies for years,” Larry says. “I decided,
this time I will do it for myself.” So, in 1995, Larry began People Dynamics
in Western Springs, Illinois, a firm dedicated to strategic planning, training,
and career coaching.
In a way, Larry was doing what he sees so many of his clients do: procrastinating. Procrastination is a symptom of uncertainty and fear. The would-be
business owner spends excessive amounts of time finding an office, looking
for furniture, and investigating multiple phone lines.
“I should have spent less time getting ready,” Larry says. “Not that a person
should not know what to do and how to do it, but overpreparing with
excessive focus on ‘I must know more, practice more, organize more’ only
delays your natural ramp-up time.”
A new business requires a year or two to become established, pay its dues,
and gain recognition among potential clients, he says. “Delaying this for any
reason just makes the process more difficult and harder to endure.”
One simple aid is to set a deadline for starting the business and stick to it,
even if you haven’t completed every task on your to-do list. Another is to
slice off a small piece of the whole project and complete it. Or try the sneak
attack. Do a task immediately before your mind has time to resist. Force
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yourself to put the most unpleasant task first. Once that’s done, many of the
fun parts of business start-up will flow.
Larry says he now recognizes these delaying tactics in many of his clients who
want to start professional speaking or seminar practices.
“They don’t want to be humiliated by delivering less than their best quality or
value that they promised, so they work endlessly on their businesses,” he says.
“I tell them they have a tremendous amount of potential, but they must work
to make sure it’s not permanent potential.”
Larry urges these clients to go out and give speeches for free. They don’t have
to have three-day seminars in hand to do that, he says.
“Give it away. That’s how you establish connections and reputation; then
build on it,” he advises. “You need a feedback system to keep going. When
you see the light bulbs go on while you’re speaking, and people come up
afterward and thank you, that validates your work.”
Many entrepreneurs encounter resistance to their prices when trying to get
their first clients. Larry suggests charging on an escalating scale. Charge your
standard price, say $1,000, and give the client a $500 gift certificate. The
understanding is that if the client recognizes the value of your work, the next
project or program will cost $750, then $900, and finally your $1,000 standard
fee.
“You’re ramping yourself up, not just giving it away,” Larry explains. “But do
this only with someone who could become a good client.”
“I have a friend who describes it this way: He says he’s willing to polish a
diamond in the rough, but he doesn’t polish bricks,” Larry says. “Some people
just aren’t worth this approach.”
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Regardless of preparation and planning, the final plunge into business
ownership requires commitment, Larry says. “Don’t tell yourself you’re going
to give it a year and see if it works out. Go after it completely, and success
becomes a matter of time.”
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19. The Supports
Are Gone
New business owners who are corporate refugees don’t
realize how much they relied on their old workplaces
for validation, services, interaction, and
emotional support.
Tracey Campbell was a financial journalist and market prognosticator for
Market Scope, the wire service of Standard and Poor’s. Her husband
dreamed of owning his own business, but lacked the “swing from the
chandelier and leap” personality, as Tracey puts it. So, in 1995, she leaped
instead, creating 1-888-Inn-Seek, a 24-hour telephone and Internet service
set up to search for bed-and-breakfast inns throughout the United States.
The company is headquartered in her Danbury, Connecticut, home.
If you’re one of those corporate dwellers whose company is heartless, whose
boss is a jerk, whose coworkers are strangers, and whose job is joyless, think
twice about chucking it all for your own business, Tracey says.
“I took for granted the infrastructure built into my job,” she remembers.
“The office supply closet was always stocked. Information Services was
always there to fix my computer.”
Tracey operates 1-888-Inn-Seek from a farmhouse that is 264 years old, give
or take a few decades. If Tracey runs out of envelopes, she runs to the store.
If her computer breaks down, she spends hours on the telephone, holding
for the manufacturer’s technical support line, or she spends the afternoon
traveling back and forth to the nearest computer store. She has rebuilt her
computer server twice. All three hard drives crashed simultaneously.
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When a potential client asked for a brochure, she had to create her own. And
when she ordered 10,000 tent business cards, she had to fold them herself.
The psychological side is equally important.
“There is something about getting a paycheck that validates what you do,”
Tracey says. “You write a memo and it goes someplace and people read it. I
used to do a lot of television and radio appearances, so I got some fan mail.
“I’ve never thought of myself as an egomaniac, so I never thought I would
miss all that.”
To combat her isolation and lack of experience, Tracey started a Web Girls
chapter, which provides support for women learning computers and technology. To avoid bogging down in a sea of menial tasks sucking away her limited
time, she found a nearby sheltered workshop that charged just $10 for every
thousand business cards folded and tied with ribbon into bundles of ten.
The computers will always be a challenge, but Tracey has learned to do some
of her own programming and local networking.
1-888-Inn-Seek originally was going to fax information back to callers, but
Tracey couldn’t find satisfactory software. Instead, callers can search the
database of inns by using a touch-tone phone. The same information can be
searched many ways on the Web site, which gets 2,000 visitors a day. Visitors
can search by location, amenities, or special events. They can find inns that
allow pets. They can search for an inn near a friend’s home by entering the
friend’s telephone number. Some innkeepers and event planners pay to add
descriptions of their offerings to the phone service and Web site.
As Tracey discovers more sources of help and information, learns to handle
tasks once left to corporate assistants, and expands marketing avenues, her
memories of corporate support dim.
But she still hasn’t found anyone to read her memos.
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20. The Value of First
Duplicating what someone already provides in a niche
market is a loser’s formula. Find your own niche.
Bud Blackburn was a farmer and jack-of-all-trades when his Uncle Ray, a
land surveyor, came to him with an idea. In the 1940s, surveyors used heavy
lath sticks to mark their work. Ray thought a lighter weight flag would be
more efficient. Bud spent about four years developing, in his spare time, a
machine to produce the flags, and in 1953 he opened Blackburn Manufacturing with his father and uncle on the family farm south of Royal, Nebraska.
It would have been futile for the Blackburns to copy the lath sticks already in
use, says Bud’s son, Jim, president of the company since 1980. To survive
and thrive, a small company must be first and different. “Me-too-ism” is a
killer.
“I believe our company’s success can be attributed to being the first company
to introduce this niche product,” Jim says.
Blackburn Manufacturing’s first customers were soil and water conservation
districts that needed markers for laying out terraces that prevent erosion. The
Blackburns refused to go into debt to start their little venture. Still, demand
grew steadily. After four years, the company was selling so many flags that
Bud sold the farm and went into flag making full time.
Jim, who grew up in the business, remembers helping on the first million-flag
order when he was a boy. After a stint in the Navy, Jim joined the company
full time in 1973. At the same time, Bill Lawson became a partner, bringing
with him a process of silk screening names and labels onto the flags. This
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process opened the specialty product to a new market, utility companies.
Blackburn Manufacturing adapted the utilities’ color coding, such as red flags
to mark electrical lines and green flags for sewer pipes.
“Considering the business environment in the 1950s and 1960s, I believe the
slow and steady growth of the business combined with zero indebtedness are
primary factors in our business success. It was especially beneficial in the
1980s, with interest rates and inflation in the double digits.”
The flags certainly were not glamorous, but they were so useful and inexpensive that many industries wanted them.
And Blackburn Manufacturing has exploited its competitive advantage in the
marking flag market to the fullest. When you see small plastic flags used at
construction sites, in landscaping projects and nurseries, or by utilities,
chances are Blackburn Manufacturing made those flags. Without leaving the
niche it dominates, the company has added accessory products, such as tape,
marking paint, and different types of staffs on which to hang the flags.
“We have always been a very self-sufficient company in that we build our
own flag machines from scratch and our own buildings as they have become
necessary for expansion,” says Jim.
The 57-employee company, now based in Neligh, Nebraska, has also remained a family operation. Jim’s brother, Bob, manages one of two factories.
His brother-in-law is sales manager. Also, Jim’s daughter and Bob’s son are
both active in the business.
Just because Blackburn Manufacturing was first, doesn’t mean it can depend
on maintaining its leadership without effort. The company keeps profit
margins low enough to discourage big companies from trying to compete.
Plain four-inch by five-inch flags sell for less than four cents apiece in orders
of more than 25,000.
Obviously, volume is an important factor in Blackburn Manufacturing’s
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success. The company sells 168 million marking flags each year and boasts
25,000 customers worldwide.
“I keep looking over my shoulder expecting someone to invent a better
mouse trap, make a better flag,” Jim says. “But it’s such a niche product, and
we have always been very customer-oriented.”
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21. Pay Attention to Yourself
Don’t let the hard work of starting and building
a business destroy your health.
When Ann Reizer and Marshall Hovivian started Martin Integrated Systems
in Orange, California, in 1989, energy and good health were their most
abundant assets, although they appeared nowhere on the balance sheet.
The pair had worked together at a general contracting company and decided
to create their own specialty subcontracting firm to install ceilings in commercial buildings. Marshall had the business contacts and construction
expertise. Ann, who holds an MBA and is a certified public accountant,
handled the job estimating and the books.
Instead of aiming to be the low bidder, Martin Integrated emphasized high
quality and service. That was a unique philosophy in the construction
industry, Ann says. It required plenty of hands-on work in setting up the
management systems and training workers to follow the high-service style.
“We had to be there to put our imprint on every procedure, every job,” she
says. “We were feeling our way along. When a client called up and said, ‘I
need it tomorrow,’ we had to be able to say yes.”
They worked 14-hour days, six days a week.
Most of her life Ann had two colds a year, one each spring and fall, with rare
bouts of the flu or bronchitis thrown in. Once she became a businessowner
she worked through minor illnesses. If she got tired, she drank a Coke.
“I’m one of those people who thinks sleeping is a waste of time,” Ann says.
“But you only have so much reserve you can draw on,” she warns. “Then
every cold turns into bronchitis; every bronchitis turns into asthma.”
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In 1995, Ann had a stroke.
In hindsight, warning signs were plentiful. She had been in two car accidents,
so she didn’t sleep well because of continual pain. A personal relationship
ended. Those factors wore down her immune system, Ann says, and she got
bronchitis that antibiotics couldn’t stop. She had four asthma attacks that
sent her to the emergency room. Twice she was hospitalized.
“I basically ignored all of it,” Ann says.
She believes her unrelenting work schedule combined with poor diet and
little exercise contributed to her deteriorating health, which culminated in the
stroke. How else could she explain it? She has low cholesterol and no
evidence of heart problems.
Now Ann has occasional seizures. The damage to her lungs is permanent.
Ann used to go on vacations where she hiked eight miles without breathing
hard. Now she can’t walk on a treadmill without taking a breathing treatment
first. Fatigue is a constant companion. After three hours of activity, she
needs a nap.
Ann says she and Marshall should have trained others so the company wasn’t
so dependent on their constant presence. After the management and financial systems were in place, they could have done that, but they didn’t change
gears.
Marshall was able to keep Martin Integrated going after Ann’s stroke by
working even harder. His wife, Cindy, a company officer, also put in long
hours, and the rest of the staff scrambled to learn and take on the work Ann
had done.
Fortunately for Ann, Martin Integrated had bought disability insurance for
the two partners just a year before her stroke. It replaces her salary, so she
doesn’t have financial worries along with the nagging health concerns.
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“Most start-ups don’t buy disability insurance because it’s tremendously
expensive, especially for women,” Ann says.
Will she ever be able to work full time again?
“I can dream,” she laughs.
“Would I have escaped all the health problems if I had taken better care of
myself ? It’s too iffy to say,” Ann theorizes. “But definitively I can say that if
you work 14, 18 hours a day long enough, you will ruin your health.”
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22. Right for Me
Consider all the consequences of the legal structure you
choose for your business.
When Alliance Systems spun off from Honeywell, Inc., it had to create all
the support systems formerly drawn from the parent company. Employee
James Doyle convinced his management that it ought to outsource the
information systems department.
“We learned on the job how to find the right contractors,” he says. “But we
literally worked ourselves out of a job.”
Jim was forced to retire at the age of 64. He wasn’t ready for the rocking
chair, so in 1994 he started DM & Associates, a Plymouth, Minnesota,
consulting firm, to help companies find and contract with outside companies
to manage their information services. He later brought in his former boss.
The legal structure an owner chooses can make a big difference in taxes and
liability. The most common form of ownership is the sole proprietorship.
But an owner may choose to form a partnership, an S corporation, a regular
or C corporation, or the newest option, a limited liability company.
Jim opted for the limited liability company (LLC), but soon discovered it was
a costly mistake, given his tax situation.
The LLC has some advantages for certain companies. It combines tax
aspects of a partnership with the limited liability of a corporation. Many
accounting firms have switched from partnerships to LLCs. While some
states impose a business income tax on LLCs, the federal government and
most states tax only the incomes of individual LLC members.
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An S corporation passes income to individuals, at which point it is taxed as
individual income, like it is under an LLC. However, the income is considered
a disbursement or dividend, which, in Jim’s case, is better for his retirement
status.
Incorporation is a more costly and cumbersome choice of ownership because
of fees and paperwork requirements. Small businesses that incorporate usually
choose S corporation status because income is taxed just once. In a C corporation, income is taxed twice: as the corporation’s income and a second time
as its shareholders’ individual incomes. Certain types of companies that have
more than 75 shareholders or want to give some owners preferred stock must
incorporate as C corporations.
It would have been simpler for Jim to set up a sole proprietorship or partnership, but many consulting firms these days want the limited liability that LLCs
and corporations offer.
The sole proprietorship is the simplest and least expensive way to start a
business. If a company loses money in the early years, these losses can shelter
other income. However, the owner is on the hook for all financial and
professional liabilities of the business. If the company’s assets don’t cover its
debts, creditors can go after the owner’s personal assets.
Partnerships involve more than one person and expose every partner to
personal liability for the company’s debts.
Weighing the pluses and minuses of the various forms of business ownership,
Jim cancelled the LLC in 1998, and DM & Associates became an S
corporation.
As DM & Associates’ major corporate clients struggle to find employees with
information systems expertise at affordable salaries, the company finds plenty
of work both on its own and as a subcontractor to general-purpose management consulting firms.
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A booming economy and fast-changing technology created a shortage of
qualified experts to manage the expanding communication and computer
services of every company that needs them, Jim says. “It’s a matter of
management control, resources, and costs,” he continues. “It’s cheaper for an
outside company to house the necessary computers and hire experts and
spread the cost over a lot of companies instead of every company trying to
maintain its own.”
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23. You Don’t Have to Have
All the Answers
It’s acceptable to ask questions. It’s not a sign that
you’re incompetent or lacking in professionalism.
Sometimes a layoff can be the prod needed to launch a new business. It was
for Jennifer Jackson-Smith, who lost her job as a software engineer in 1991.
“I was devastated by the layoff and never wanted that to happen again,
so I was determined to start my own business and do something I liked,”
Jennifer says.
For years, she had loved planning events for her church and other nonprofit
groups. Her only pay was the experience and enjoyment. To turn that activity
into a paying business, Jennifer used her severance pay to complete a college
certificate program in meeting planning. She then launched Meeting Details
Unlimited in Pasadena, California, in 1992. The company plans trade shows
and special events around the country.
However, she was afraid to ask questions of both other business owners and
her own clients.
“I associated asking for help with showing that I didn’t know everything,”
Jennifer says. “It must have been some latent fear of appearing less than a
superwoman.”
Many new business owners share Jennifer’s fear. It usually doesn’t stem from
arrogance, but from insecurity. Who would give a big contract to a business
owner who doesn’t know what she’s doing?
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Even though Jennifer had degrees in math and computer science, her lack of
an MBA and a background in business made her feel insecure. She believed
she had to portray an image of the expert to clients and other entrepreneurs
at business gatherings.
“I had always been the independent type,” she says. “In the engineering field,
it is usually a solo effort until it is time to integrate the product. So realizing
that I do need others and learning how to ask for help has been my biggest
challenge.”
Not asking questions stunted the growth of Meeting Details Unlimited,
Jennifer says.
She attended networking and professional meetings that should have brought
her new business, but yielded nothing. The contracts she did earn were less
profitable and more troublesome than they should have been because of the
lack of communication between Jennifer and the client. She didn’t get the
support and effort from clients that she expected, and, she admits, they
probably felt the same way about her.
“I looked at my tax returns and realized I didn’t make any money. I tracked
my hours and discovered I was working for minimum wage,” she says. “That’s
when you know something’s not right.”
Determined to take Meeting Details Unlimited to the next level in business,
Jennifer bridled her insecurity and started asking questions.
“With clients, I don’t take anything for granted. I ask the most basic questions, and if they think I’m not qualified, that’s up to them. I want to know
the answers,” Jennifer says. Her early experiences showed her the types of
misunderstandings likely to arise, so she carefully wrote them into contracts.
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“Do not let the client back you into a corner and make you feel like your best
is not good enough or that you are less than a professional,” Jennifer advises.
“Even if you don’t have all of the answers, realize it’s O.K. to ask questions.”
Jennifer also turned to other business experts for guidance. Such conversations not only provide valuable information; they give the business owner
benchmarks to guide pricing, levels of service, and value-added activities that
enhance a company’s reputation. Ask questions and you soon discover that
others have dealt with issues you thought were unique to your company.
“Now I meet and ask for the help of people who are more experienced in
areas that I am not, such as marketing,” she says. “It still feels uncomfortable.
However, the thought of not attaining my goals and dreams is even more
uncomfortable.”
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24. Margin of Success
Concentrate on specialty products with the
highest profit margins.
Dennis Tursso lost his position as regional sales manager for a large label
maker when the company was sold. That experience convinced him that the
only way he could control his destiny was to own his own business. Therefore, in 1968, he bought a bankrupt printing company for $10,000.
“It didn’t matter what kind of company I owned; creativity knows no
bounds,” Dennis says.
Initially, the company was just another sheet printer doing jobs that every
other printer was doing. Survival would be a struggle; large profits, nearly
impossible.
“If you have a commodity product, the only way to be a winner is to be so
large that you can sell in enormous quantity,” Dennis says. “If you’re small,
you have to have something new that saves time and money and that no one
else is doing.”
It was clear to Dennis that specialty products had higher profit margins that
would enhance the value of every aspect of Tursso Companies in St. Paul,
Minnesota. To find a few products in which to specialize, he worked long
and hard to understand what his customers wanted. Dennis eventually chose
pharmaceutical labels, envelopes for professional photo processing labs,
appointment books for hairdressers, and labels applied in the mold to plastic
containers like shampoo bottles.
To dominate these fields, Tursso Companies had to do more than print labels.
It had to develop equipment and processes that it could patent. Then the
company would make money whether printing the labels itself or licensing
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the rights to other printers. One of its patents eliminates problematic static
electricity from the in-mold labeling process. It holds another patent for
accordion-like labels that can be attached permanently to medicine bottles.
Just getting approval from the U.S. Food and Drug Administration (FDA) to
print pharmaceutical labels required Tursso Companies to pass a stringent
audit. As Dennis became an expert in that industry, he realized that the FDA
eventually would require drug companies to put all usage information on the
container.
“People throw away the information sheets, then they forget what the doctor
told them,” Dennis says. “That becomes a problem with older people who
take several medicines. But there’s a lot of information, and those medicine
vials are so small.”
Tursso Companies’ solution is a multifolded sheet that can be resealed many
times. The company holds worldwide patents on that label, and its sales
potential is huge. Even before the company started marketing the label, a
customer placed a $30,000 order.
The winnowing process must be continual in order for a company to concentrate only on specialty products with the highest profit margins. Tursso
Companies completely reorganized in 1997 to set the stage for future growth.
It sold its legal form printing division and probably will sell the appointment
book division. Those actions were necessary for the company to concentrate
on obtaining its ISO 9002 certification. (International Organization for
Standardization in Geneva establishes a procedure by which a company can
document the quality of its design, production, inspection, and testing. A
company must achieve ISO certification before it can do business in a
growing number of countries.)
“I didn’t really want to grow the company, [but] my employees wanted to
grow,” Dennis says. “And if you want to grow, sometimes you have to reshape
the company.”
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Dennis is positioning the company for success far into the future, even after
he is no longer involved. That’s rare. Entrepreneurs and their companies
often are inseparable. As Dennis explains it, “My company is very much a
part of me. The heartache, setbacks, problems all flow through my body.”
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25. Know Your Strengths
Evaluate your strengths to emphasize your business’s
most lucrative aspects from the beginning.
After 12 years as a corporate secretary at a major aerospace company, Jo Ann
Fischer saw the industry shrinking after the end of the Cold War. Therefore,
in the early 1990s, she volunteered to be laid off with a severance package to
finance her long-time dream of opening her own business. In March 1993, Jo
Ann started Write When U Need It, a secretarial service, in her Fullerton,
California, home.
“Timing is everything,” Jo Ann says. “My kids were raised. My husband had a
great job. And I always wanted to do my own thing.”
Jo Ann offered every possible typing, writing, and graphic design aid available
from independent business support services. In addition to the writing and
computer software skills she had honed at her previous employment, Jo Ann
used her Macintosh computer to create flyers and brochures.
“Brochures were fun, almost like playing,” she says. “However, I soon
discovered that not only did clients not realize how time intensive this kind
of artwork was, they tended to complain about the costs involved.”
In addition to the hassle, the brochure work tended to be one-time projects
that did not lead to continuing business relationships. This was no way to
build a company. Soon Jo Ann realized that not only was the writing easier
and more enjoyable for her, but clients appreciated it more.
“I discovered that people, in general, are extremely grateful to find someone
who can write an error-free page, letter, contract, or proposal for them,” she

2-70

Ultimate Business Planner

Part 1

What No One Ever Tells You About Starting Your Own Business

says. “I should have had the guts to focus on what I loved most from day
one.”
Out of fear they won’t get enough work, many service entrepreneurs don’t
narrow their offerings when they first open. They often take on projects
though they have little knowledge or experience in the area; therefore, they
spend hours getting up to speed instead of earning money. Over time, they
discover, as Jo Ann did, that they can do a better job for their clients-and,
therefore, be more profitable-if they emphasize the specific skills they enjoy
most and are in greatest demand.
In Jo Ann’s case, she spent seven months taking small-business classes and
reading everything about self-employment she could get her hands on.
However, it wasn’t until after she had been in business a while that she did an
in-depth study of her own strengths in the secretarial service industry.
Eventually, Jo Ann worked up the courage to refocus her business to emphasize newsletter creation, proofreading, business writing, and editing.
“I do a lot of proofreading. Consultants fax me their proposals, even letters. I
can proofread it faster and better [than they can], so it’s a more productive use
of time for both of us,” she says.
Jo Ann completely stopped doing spreadsheets, databases, and straight typing.
She refers those jobs to other secretarial services that specialize in them. If a
client wants Jo Ann to do graphics as part of a larger project, such as a
newsletter, she charges more for it.
This shift in focus has enabled her to develop long-term, more profitable
relationships with her clients and give better quality work for less effort.
“I’m much happier now,” Jo Ann says. “It has taken a lot of pieces-hard
work, learning, laughter, frustration-to get where I am today.”
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Early Decisions
The most frightening period for the new entrepreneur is not the prestart-up
phase. That’s fantasy time. The reality of small-business ownership sets in
after you have made the commitment. The early decisions, once you’re sailing
the entrepreneurial seas, set the course.
New business owners tend to ignore the future consequences of their actions
or inaction. Perhaps the most important task during the early days is to tune
your attitude. Expect a positive outcome. Thicken your skin. Avoid reading
evil motives into every adverse occurrence.
Adopt a posture of consistent persistence.
Like most new business owners, you might want to grab every customer who
crosses your path, fearful another might never come along. Later, you will
develop confidence that your products or services really do have value in the
marketplace. Then you will weed out the losers, the late payers, and the
complainers.
Like most new business owners, you might begin by offering too many
products and services, again fearful that you won’t make a living if you focus
too sharply. Later, your confidence will allow you to dump the unprofitable
lines. Lo and behold, you’ll be even more profitable. You wouldn’t have
believed it at first.
Occasionally, you probably will concentrate so hard on doing the two-step
that you’ll miss some embellishments that could waltz you right into the big
time.
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To order the book:
The preceding tips were from What No One Ever Tells You About Starting Your
Own Business by Jan Norman. To order the complete book, please call
Dearborn Trade Publishing at 1-800-621-9621.

Reprinted with permission:
What No One Ever Tells You About Staring Your Own Business, by Jan
Norman. © 1999 by Jan Norman, Published by Dearborn Trade Publishing ®/
Chicago, IL. All rights reserved. For more information, call toll-free: 1-800-6219621.

About Dearborn Trade Publishing & Other Dearborn Books:
Dearborn Trade Publishing, a Kaplan Professional Company, is the nation’s largest
full-service publisher and trainer for entrepreneurs and small business owners. The
following pages highlight some other Dearborn books for starting and growing your
business.
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Always Think Big: How Mattress Mack’s Uncomprimising
Attitude Built the Biggest Single Retail Store in America
Jim McIngvale
He’s already a household name in Texas, but the whole country will soon see
why the Wall Street Journal calls Jim McIngvale “a business titan who needs
no introduction” - (3-12-02, pg. A1).
Otherwise known as “Mattress Mack,” McIngvale is the powerhouse behind
Houston-based Gallery Furniture, the most productive single-site retail furniture
store in America, with sales of $200 million per year. His is a success story that can
be understood by people from all walks of life. Now that story is being told in
Always Think Big: How Mattress Mack’s Uncompromising Attitude Built the
Biggest Single Retail Store in America (Dearborn Trade, May 2002) by Jim
“Mattress Mack” McIngvale, with Thomas N. Duening and John M. Ivancevich.
By promising same-day delivery and delighting customers in every way—“thinking
big”—Mack has turned an ordinary business into an all-American success story. At
the same time, he has earned a reputation as a consummate promoter, a civic contributor, and a devoted philanthropist. Mack’s many accomplishments enable him to provide a powerful message, including seven principles for
business owners, managers and employees at every level. Always Think Big provides Mack’s tips, pointers, and
principles that anyone can use to improve his or her approach to customer service, marketing, and managing. Learn
how to:
•
Implement Mack’s unique customer service approach
•
Grow a business through the effective use of entertainment and customer delight
•
Make and keep promises in a manner seldom seen in business today
•
Work with vigor, purpose, and constancy
Jim “Mattress Mack” McIngvale, is cofounder and owner of Gallery Furniture in Houston. Dr. Thomas N.
Duening is co-founder and president of the Applied Management Sciences Institute (AMSI). He holds a bachelor’s
degree from the University of Wisconsin and a master’s degree and doctorate from the University of Minnesota.
Dr. John M. Ivancevich is a researcher, educator, consultant, and textbook author with more than 60 titles to his
credit. He holds a bachelor’s degree from Purdue University and a master’s degree and doctorate from the University
of Maryland.
Always Think Big ($22.00, 240 pages, 6 x 9 hardcover, ISBN: 0-7931-5375-1) is available at neighborhood and
online booksellers or by calling 800-245-BOOK. Dearborn, a Kaplan Professional Company, is the nation’s premier
trainer and information provider for business and financial leaders committed to profiting from breakthrough ideas.

To order, please call: 1-800-621-9621
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The Business Planning Guide
Creating a Winning Plan for Success, 9th Edition
David H. “Andy” Bangs, Jr. (Portsmouth, NH)
Named by Forbes magazine as its “favorite, most useful
small business book”!
For anyone considering venturing into the unknown waters of starting a
business, having a voice of experience at hand can mean the difference
between a safe journey and shipwreck. Too many new ventures start with
neither compass nor maps, highly inadvisable in such an important undertaking. New businesses need the tools of business analysis, financial forecasting,
and budgeting guidelines to grow and prosper.
While these terms sound technical, the practical, proven, and real-life advice
offered in the all-new edition of The Business Planning Guide make the
jargon come alive. For would-be business owners and entrepreneurs wanting
to put their ventures on more solid financial footing, these are the step-bystep strategies to compile a complete business plan and financing proposal.
As a former banker, Bangs has been on both sides of the desk. He now
shares the secrets that business owners seeking financing need to know, including how to:
•
Collect relevant information from inside and outside the company.
•
Analyze current market conditions as well as the business’s strengths, weaknesses, opportunities, and threats.
•
Determine the appropriate amount and kinds of financing.
•
Construct a financing proposal reflecting economic conditions and banker’s requirements.
•
Offer the most persuasive information for investors to make informed decisions.
•
Deal with risks and opportunities.
For businesses small or large, profit or nonprofit, Bangs shares his business philosophy: “The thrill comes in making a
business grow, serving more customers, trying out new ways to deliver value to them, and watching your employees grow and develop.”
David H. “Andy” Bangs, Jr., is a longtime entrepreneur, founder of Upstart Publishing Company, best-selling
author, and former banker. Calling himself “Writer, Sailor, Appreciator” (not necessarily in that order), Bangs’ genial
insights on building businesses have made him one of the most sought-after experts on business planning. From his
home base on the coast of New England, he has penned such perennial business classics as The Market Planning
Guide and The Start-Up Guide and has coauthored numerous others.

To order, please call: 1-800-621-9621
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The Market Planning Guide
Creating a Plan to Successfully Market Your Business,
Product, or Service
David H. Bangs, Jr.
6th Edition (Portsmouth, NH)
Get hands-on proven marketing basics with this “bible”
of business marketing.
Marketing is the lifeblood for succeeding in business. What venture can survive
without customers? Every business, whether large or small, has to understand
who its customers are and how to sell to those customers cost-effectively, be
it products or services.
Here’s everything needed to develop comprehensive, customized marketing
plans and effective and focused marketing strategies for every size businessfrom sole proprietors to Fortune 500 corporations. Readers will learn the
questions to ask in order to create their own outline for a comprehensive
marketing plan, including targeting the most profitable customers, standing
out from the competition, pricing to maximize profits, and selling that yields
results. From mastering the basics to applying marketing principles to the
actual marketing plans of two different companies, this user-friendly
workbook gets readers up-to-speed fast, and:
•
Generates solutions to customer-retention issues using Web tools.
•
Delivers a simple process for creating and supporting sales forecasts.
•
Identifies differences in marketing for smaller ventures versus larger companies.
•
Enhances growth opportunities using the Internet for information sharing and troubleshooting.
This is the most comprehensive, yet easy-to-use marketing planning tool available. Bangs outlines what’s at the heart
of marketing an enterprise: the thrill of making a business grow, serving more customers, trying new ways to deliver
value to customers, and watching employees grow and develop.
David H. “Andy” Bangs, Jr. is a long-time entrepreneur, founder of Upstart Publishing Company, best-selling
author, and former banker. Calling himself “Writer, Sailor, Appreciator” (not necessarily in that order), Bangs’ genial
yet proven strategies on marketing businesses of all shapes and sizes have made him one of the nation’s most
sought-after experts. From his home base on the coast of New England, he has penned such perennial business
blockbusters as The Business Planning Guide and The Start-Up Guide. He also has coauthored numerous others.

To order, please call: 1-800-621-9621
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Credibility Marketing
Build Your Business by Becoming a Recognized Expert
(Without Investing a Lot of Time or Money)
Larry Chambers
“Credibility marketing solves the hardest problem that everybody in our
business has on an ongoing basis, that is, attracting the right kind of
customer . . .”
Don Schreiber, business owner and author,
Building a World Class Financial Service Business
The question that confronts every business professional responsible for building a client base is the same: What is the most
effective yet most cost-efficient way to attract great clients?
Former financial services professional Larry Chambers has the
answer, and he presents it for the first time in Credibility Marketing: Build Your Business By Becoming a Recognized Expert
(Without Investing a Lot of Time or Money (Dearborn Trade
Publishing, December 2001, $18.95). Now an author and
communications coach, Chambers helps business owners, executives, and sales and financial professionals achieve their goals by cementing their reputations as experts in their respective fields. In an age where
advertising and PR budgets are often practically non-existent, high-profile media exposure is inexpensive
— or even free — and gets results. Becoming an expert source in the media attracts customers and
clients like magnets.
Credibility Marketing outlines simple ways readers can showcase their expertise to the appropriate
audiences without a major expenditure of time, money or effort. Readers will increase their profiles by
learning how to:
•
•

Write, publish, and promote their own books
Secure media interviews in print, radio, television, and online media

•

Write and pitch articles for placement in newspapers, journals, and magazines

•

Turn their expertise into professional seminars and/or college courses
To order, please call: 1-800-621-9621
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Larry Chambers – Prolific Author, Speaker, and Communications Coach
A former financial securities professional, Larry Chambers helps firms in that industry take their
businesses to the next level by writing books and placing articles in national financial and investment
trade magazines. In addition to advising clients, he also practices what he preaches, having contributed
to more than 700 investment articles and written seven books. He also is a frequent media guest,
financial media expert resource, and seminar presenter.
Larry Chambers
Pub Date: January 2002
Ship Date: December 2001
$18.95 ($28.95 Canadian), 241 pages
7¼ x 9, paperback
ISBN: 0-7931-4886-3
Category: Business/Management
Editor: Mary B. Good

To order, please call: 1-800-621-9621
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Entrepreneurship.com
By Tim Burns (New Orleans, LA)
•

•

Seize Opportunities
Create a Winning Dot-Com Business Plan

•

Obtain Financing, Including Venture Capital

•

Transform Your Business Into an E-Business
$19.95, Paperback
ISBN: 1-57410-136-6

To order, please call: 1-800-621-9621
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Keeping the Books
5th Edition
Linda Pinson
(Tustin, CA)
“CEOs who lack accounting background—meaning most CEOs—will find the glossary of accounting terms invaluable.” - Inc. Magazine
The premier resource for basic bookkeeping and business record management, Keeping the Books is a
comprehensive, yet down to earth, treatment of one of the most important, yet often neglected, aspects
of running a business. User-friendly and packed with easy-to-understand illustrations, worksheets, and
forms, this popular financial reference tool is completely updated, and replete with the variety of IRS
forms that entrepreneurs have to be familiar with. From updating car and transportation expenses to
exploding the myths around independent contractors, the author presents everything a small company
needs to know to maintain proper records.
Following the roadmap outlined in Keeping the Books, entrepreneurs will learn how to:
•
•

Prepare and analyze financial statements to stay in touch with the heartbeat of their business
Set up bookkeeping systems to keep track of financial details

•

Maintain the required IRS records necessary to stay out of trouble

•

Plan for required taxes due

Linda Pinson is a nationally recognized speaker, award-winning author, educator, consultant and expert
in the areas of small business planning and financial management. Author of numerous best-selling
titles for entrepreneurs, she has also developed the popular “Automate Your Business Plan” software to
accompany the best-selling Anatomy of a Business Plan book. A member of the U.S. Small Business
Advisory Council for the past five years, she is an active speaker at the Association of Small Business
Development Centers annual conferences and has served as delegate to the White House Conference
on Small Business.
To order, please call: 1-800-621-9621
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Steps to Small Business Start-Up
by Jerry Jinnett & Linda Pinson
Guidebook helps jump start dream of business ownership.
For many people, true success means success on their own terms. And that
often means becoming one’s own boss. An estimated 7million entrepreneurs start businesses each year, making the SOHO (Small Office, Home
Office) market one of today’s fastest growing business segments. Starting a
successful business takes much more than a good idea and some initiative,
however. Countless details and decisions are involved in starting a business,
and would-be entrepreneurs are often overwhelmed. The result: the
business idea goes nowhere.
For anyone who’s ever wanted to pursue the dream of business ownership,
Steps to Small Business Start-Up ($22.95, Dearborn Financial Publishing,
Inc.) by Jerry Jinnett AND Linda Pinson is like having an experienced
business consultant by one’s side. From testing the business concept to
legally structuring the business and arranging financing, the book provides
comprehensive guidance every step of the way. Now in its fourth edition,
Steps to Small Business Start-Up is revised to integrate the impact of the
Internet on businesses today. Each chapter includes a section on how to use the Internet to advance business startup. Other important aspects of business start-up addressed by the book include:
•
•
•
•
•
•

Ensuring a fit between a business idea and the aspiring entrepreneur
Choosing a name, business model and location for the business
Obtaining a business license, filing a dba, and getting a seller’s permit
Presenting and promoting the business in the marketplace
Protecting the business with copyrights, trademarks, patents and proper insurance
Managing cash flow, record keeping, tax deductions, and other critical financial issues

Steps to Small Business Start-Up also offers worksheets, sample documents and numerous examples throughout,
providing entrepreneurs with an actionable blueprint for getting their business off the ground.
Linda Pinson and Jerry Jinnett are nationally-recognized small business educators, authors, and successful entrepreneurs with more than 40 years’ experience in the wholesale, retail and service industries. They have co-authored
Anatomy of a Business Plan, Keeping the Books and Target Marketing for the Small Business.

To order, please call: 1-800-621-9621
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Anatomy of a Business Plan
by Jerry Jinnett & Linda Pinson
Many people dream of starting a business—in fact, an estimated 7 million people are in the process of
doing so—but they often don’t realize that a great business concept alone does not ensure success. The
key to getting a business off the ground and on solid footing is a carefully considered business plan.
A business plan is essential for start-up companies and established businesses that need to attract investors, secure
first-time or additional financing, or get their business back on track. But many entrepreneurs bungle this fundamental step because they don’t understand how important a business plan is, or they’re overwhelmed by the idea of
developing one. Fortunately, for these would-be entrepreneurs, there is a clear, concise, and easy-to-understand book
that takes the confusion out of business planning.
Anatomy of a Business Plan: A Step-by-Step Guide to Starting Smart, Building the Business, and Securing Your
Company’s Future ($21.95, Dearborn) leads aspiring business owners through every aspect of developing a business
plan. In this updated fourth edition, entrepreneurs will learn:
•
•
•
•
•
•

The elements lenders and investors most want to see in a plan
How to develop realistic financial assumptions
Why it’s desirable to convey an exit strategy
Characteristics of a winning executive summary
How to use the Internet to build the business plan and the business
Why it’s necessary to consider best- and worst-case scenarios

By introducing entrepreneurs to the hallmarks of good business planning, Anatomy of a Business Plan functions
much as a personal business consultant. Even those who were previously unfamiliar with business planning will
learn everything they need to know about creating a plan in this reader-friendly guide. The book prominently
features definitions of business terms and includes scores of forms and worksheets along with detailed explanations on filling them in.
About the Authors
Linda Pinson and Jerry Jinnett are small business consultants, authors, and successful entrepreneurs with more than
40 years of experience in the wholesale, retail, and service industries. They have coauthored Keeping the Books,
Steps to Small Business Start-Up, and Target Marketing for the Small Business.

To order, please call: 1-800-621-9621
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What is Ultimate Business Planner?

Chapter 1: What is Ultimate
Business Planner?
Congratulations on purchasing the Ultimate Business Planner software
program. Ultimate Business Planner is a dynamic, interactive planning
tool that takes the drudgery out of complex, time-consuming financial
forecasting and business planning.
•

Ultimate Business Planner’s easy-to-use, step-by-step approach
breaks down the business planning process into manageable sections:
Welcome, Company, Income, Expenses, Interview and Plan.

•

The first five sections gather information for your financial forecast.
The last section is used to write and assemble your business plan.

•

Once you’ve created your financials, you’re all set to write your plan. It’s
easy. Ultimate Business Planner’s interactive dialog walks you
through every step with plain-English instructions, advice, and how-to
hints. It even comes complete with sample business plans you can use
to suggest proper wording, or to cut-and-paste directly into your
business plan.

•

Simply answer the questions and fill-in the blanks in each section, and
Ultimate Business Planner does the rest. Complete the sections in
any order you choose.

Ultimate Business Planner
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•
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Ultimate Business Planner gives you a fast, easy way to evaluate the
viability of your business ideas or strategies.

u Read the
question and
explanation
in each
section.

v Answer the
question.
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w Click.

•

Ultimate Business Planner helps you gather the information you need
to lay the financial groundwork for your plan, and create a complete set
of financial projections (for up to 60 months) that you can show to
bankers and other potential investors to get the financing you need to get
your business off the ground.

•

Once you’ve entered all your information, Ultimate Business Planner
produces professional reports and graphs that highlight your business’s
potential.

Ultimate Business Planner
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•

What is Ultimate Business Planner?

If you’re thinking of expanding an existing business, Ultimate Business
Planner can show you how strategies such as hiring additional employees
or adding a new product will affect your bottom line. You can make
intelligent, informed decisions, and get financing, if needed, to implement your strategy and help ensure your success.
Reports
Charts

Graphs
•

After you’ve completed your initial plan, changing scenarios is easy. Want
to know the impact of taking on employees? Want to see what happens
when you extend credit to your customers? Ultimate Business Planner
allows you to see how your bottom line is affected by an unlimited
number of business situations.

Ultimate Business Planner
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Installation

Chapter 2: Installation
What You Need to Run Ultimate
Business Planner
The minimum software and system configuration you need to run the
Ultimate Business Planner program includes:
•
•

An IBM compatible Pentium PC with at least 32 MB of memory.
One CD-ROM drive, and a hard disk with at least 20 MB of free disk
space for program files, plus additional disk space for planning files.

•

Ultimate Business Planner requires Windows 98 or higher, or
Windows NT 4.0 or higher.

•

A mouse supported by Microsoft Windows is recommended.

•

A compatible monitor supported by Microsoft Windows. (Ultimate
Business Planner supports VGA and Super VGA monitors. A
monitor with 800 x 600 resolution is recommended).

•

An optional printer supported by Microsoft Windows.

Ultimate Business Planner
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Installing Ultimate Business Planner
To install Ultimate Business Planner, place the CD into your computer’s
CD-ROM drive.
If you have AutoPlay enabled a dialog box will display asking if you want
to install the program at this time. Follow the directions on your screen.
If you do not have AutoPlay enabled:
1. Close all applications, including screen savers or similar programs.
2. Click the Start button.
3. Select Run from the Start menu. The Run dialog box appears.

4. Type d:\setup.exe in the dialog box (use the appropriate drive letter for
your CD-ROM).
5. Click the OK button or press the Enter key. The Ultimate Business
Planner License Agreement appears.
6. Click Next. The Welcome to Ultimate Business PlannerSetup dialog
box appears.
7. Click the OK button to continue. Ultimate Business Planner displays
the Select Destination Directory dialog box.
2-2
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Once the destination is chosen, a dialog box appears asking if you would
like to create a backup copy. Choose yes or no.

The Setup program will install the Ultimate Business Planner software
to the directory C:\Program Files\Ultimate Business Planner. It will
automatically create the directory on your hard disk, if you haven’t done
so already. Select another directory if you want to install Ultimate
Business Planner to a different directory.
8. The Add a Desktop Icon dialog box appears. Choose Yes or No to add
an icon to your desktop.
When finished, Ultimate Business Planner displays the message—
“Ultimate Business Planner has been successfully installed.”

Ultimate Business Planner
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9. Click the OK button to finish the installation.
10. To start Ultimate Business Planner, click the Start button, select
ProgramsàUltimate Business Planner.
The Product Registration screen appears. You can register Ultimate
Business Planner now or at a later time.
You are ready to begin. Review the next section, “Getting Started” to learn
more about using the Ultimate Business Planner software.
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Getting Started

Chapter 3: Getting Started
Ultimate Business Planner uses a wizard-like interface that guides you
through the entire business planning process for each of the planning
sections: Company, Income, Expenses, Interview, and Plan.
The first time you start the Ultimate Business Planner program, it displays
the Welcome screen.

1. Read the introductory screen, click the Next button at
the lower right of the screen, and let Ultimate
Business Planner guide you step-by-step through the
business planning process.
2. Continue answering the questions as they appear and then click to go to
the next step.

Ultimate Business Planner
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NOTE: QuickBooks Pro/Premier/Enterprise 2003 (or later) users can
import Company, Income, Expense, and Interview information for their
business plan using the Import Wizard. To start the wizard, click the
“Import company information from QuickBooks” link located on the
section’s introductory screen. See chapter 8 of this user’s guide for more
information.

Navigating Ultimate Business Planner
Ultimate Business Planner contains a number of useful navigation tools.
Watch for these icons and tools as you progress through the Ultimate
Business Planner program:
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•

To answer the questions for each section and input plan information,
click a section tab at the top of your screen.

•

To go to the next screen within a section, click the
Next button or use the shortcut key Alt + N.

•

To go to the previous screen, click the Previous button
or use the shortcut key Alt + P.

•

To see how far you have progressed through the Company
and Interview sections, notice the Completion Bar
displayed at the top right of the section window.

•

To display a quick index of the questions asked in the
Company and Interview sections, and to jump to other
questions, click the Index button.

Ultimate Business Planner
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Creating, Saving, and Opening Plans
Be sure to save your plan frequently by clicking File on the menu bar and
selecting Save. If you have not completed the plan or want to make changes
to it, you can return to it at any time and make the necessary changes.

•

To save your plan, click File on the menu bar and select Save.

•

To create a new plan after you saved a plan, click File on the menu bar
and select New.

•

To open an existing plan that you created, click File on the menu bar and
select Open.

•

To save the current plan with a different file name, click File on the
menu bar and select Save As.

Ultimate Business Planner
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Getting Help
In addition to getting program help from
the Help menu, the Resources menu gives
you access to several resources for
developing a business plan.
Click Resources on the menu bar to
display a listing of resources for several
different subject areas of interest to small
businesses, including Loan Programs.
Many of the Resources also identify Internet links where you can obtain
additional information, like SBA (Small Business Administration) loan forms.
NOTE: If you don’t have an Internet connection established, your default
browser will issue the message “unable to locate server.” You will then need
to make a connection through your Internet service provider (ISP).
Each time you start Ultimate Business Planner, a business plan tip will
automatically appear..
If you would like to see examples from other business plans, Ultimate
Business Planner offers 25 sample business plans.
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The sample business plans include:
•
•
•
•
•
•
•
•
•
•
•
•
•

Appleton Moldings
Beverage Multimedia Consulting
Comfort Manufacturing
Crime & Accident Scene Cleanup
Denver Liquors
The Hot Pepper
HydroHut
Infrared Measuring Technologies
The InternetCafe
InternetGurus
Irish Pub & Restaurant
Joe’s Quality Painting
Lady Fitness

•
•
•
•
•
•
•
•
•
•
•
•

Lawn Care Specialists
Miami Counseling Center
Norwood Brown Associates
Palmtop Innovations
Paradise Tanning
Royal Limousine Company
The Smile Doctor
Snap-Quick
Sound Masters
Spring Break Tours
The Baby’s Room
The T-Shirt Co.

To view these plans in their entirety, click File on the menu bar and select
Sample Plans. The Sample Plans dialog box will appear and allow you to
select one of the sample business plans to view.

Ultimate Business Planner
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Ultimate Business Planner
Customer Support
If you have questions about Ultimate Business Planner, please refer to
Help Topics under the Help menu (or press F1), review this User’s Guide, or
contact our Technical Support department by e-mail at
support@asiAbility.com during UK office hours of 9:00 am to 5:30 pm.

3-6

Ultimate Business Planner

Part 2—Ultimate Business Planner

Getting Started

This page intentionally blank.

Ultimate Business Planner

3-7

Getting Started

Part 2—Ultimate Business Planner

This page intentionally blank.

3-8

Ultimate Business Planner

Part 2—Ultimate Business Planner

Getting Started

This page intentionally blank.

Ultimate Business Planner

3-9

Getting Started

Part 2—Ultimate Business Planner

This page intentionally blank.

3-10

Ultimate Business Planner

Part 2—Ultimate Business Planner

Getting Started

This page intentionally blank.

Ultimate Business Planner

3-11

Getting Started

3-12

Part 2—Ultimate Business Planner

Ultimate Business Planner

Part 2—Ultimate Business Planner

Company

Chapter 4: Company
The Company section of Ultimate Business Planner asks general
questions about your business. You can access the Company section by
clicking the Company section tab, or by clicking the Next button at the
bottom of the introduction screen.

The Company section asks various questions about your business, as shown
in the decision table on the following page. Depending on your answers, you
may not need to answer all of these questions.

Ultimate Business Planner
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What is the name of your company?
Enter your company’s contact information.
What income tax form will your company use?
C Corporation

S Corporation
Sole Proprietorship
Partnership

What is your estimated corporate tax rate?
Exempt Org
Ret of Priv Foundn
Bus Tx Ret
Other/None

What is your monthly owner distribution?
What percent of your sales will be on credit?
0%
What are your customer payment terms?
What percent of credit sales will be uncollectible?

When do you want your business plan
& financial projection to start?

4-2
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NOTE: For more information about business types, refer to the glossary
section of this guide.
If you use QuickBooks Pro/Premier/Enterprise 2003 (or later), you can
import the information for this section by following the prompts from
clicking the Import company information from QuickBooks link in the
lower left hand corner. This option only appears on the opening screen of
this section. See chapter 8 of this user’s guide for more information.
When you have completed answering all the questions in the Company
section, click the Income tab on the Ultimate Business Planner toolbar, or
click the Next button.
Remember, if you don’t have all the answers you can continue with another
section and complete the Company questions later. Just remember to save
your plan. It’s a good idea to save your information frequently; for example,
before you move on to the next section.

Ultimate Business Planner
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Chapter 5: Income
The Income section of Ultimate Business Planner includes a worksheet
for entering your estimated monthly income forecast, beginning with the
business start date you entered in the Company section. The Income section
also enables you to define Cost of Goods Sold (COGS).

Double-click here to define
Income Categories

Ultimate Business Plannner
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Entering Data in the Worksheet
The Income worksheet enables you to define income categories and enter
your projected monthly income. Before entering monthly amounts, define
each of your income categories. Notice in the HydroHut example, there are
three income categories: Retail Walk-In, Corporate, and Special Events.
Follow the steps described below to enter your income categories.
NOTE: QuickBooks Pro/Premier/Enterprise 2003 (or later) users can
import historical data for this section from their QuickBooks files. To use
this feature, please see the instructions in section 8 of this user’s guide.

4To define or edit Income Categories and
Cost of Goods Sold (COGS):
1. Select the row header in the Income Category column.
2. Click the Edit Row Properties button or
header.

double-click the row

The Row Properties dialog box appears.
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3. Enter a Description of the Income Category, such as the name of your
product or service that you are selling. For example, a Vacuum Shop
might enter “Vacuum Sales” for row 01.
4. Enter the Cost of Goods Sold information, if any: Material, Labor,
Other.
Enter the percent of every dollar that pays for these costs. For descriptions on these costs, refer to the section’s text screen.
5. Click the OK button to return to the worksheet and begin entering your
monthly income data.

4To sort the worksheet by Income Categories:
1. Click the Sort

button.

2. Click Description in the Sort By column.
3. Choose Descending or Ascending in the Sort Order column.
4. Click the OK button.

4To enter data in the worksheet:
1. Select a cell in the appropriate monthly column.
2. Enter a value in the cell.
3. Press the Enter key, Tab key, or appropriate Arrow key to move to the
next column or cell.

Ultimate Business Plannner
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NOTE 1: Enter estimated income for 36 to 60 months, especially if you are
seeking financing. Most lenders require a minimum of 36 to 60 months of
projected income.
NOTE 2: Because you are estimating your monthly amount, enter only
whole numbers.

4To copy data from a single cell to another cell or a range of cells:
1. Select a cell with the value you want to copy.
2. Click the Copy button
the shortcut menu.

or right-click the cell and select Copy on

3. Select a cell or range of cells to paste the copied value.

4. Click the Paste button
the shortcut menu.
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4To repeat the same value for all cells within a row:
1. Enter a value in a cell.
2. Click the row header (i.e., 01. Retail Walk-In) to select the entire row.
3. Click the Functions button
or right-click the row and select
Functions on the shortcut menu.
4. Select Repeat in the Functions dialog box.

5. Click the OK button. The first value is entered in all the cells within the
selected row.

NOTE: The Repeat function can start on your choice of cells. For
example, Special Events income may not be expected until April and then
continue at 1,000 per month thereafter. Simply select the starting point
(i.e. April for row 03), enter the desired amount, and follow steps 3 through 5
above.

Ultimate Business Plannner
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4To sort the worksheet by income amounts:
1. Click the Sort

button.

2. Click Amount in the Sort By column.
3. Choose Descending or Ascending in the Sort Order column.
4. Click the OK button.

4To add an annual growth percentage:
You can increase the values you entered into the worksheet by an annual
growth factor that is computed monthly.
1. Select a range of cells in a row that you want to increase or click the
row header to select the entire row.

2. Click the Functions button
or right-click the row and select
Functions on the shortcut menu.

5-6

Ultimate Business Plannner

Part 2—Ultimate Business Planner

Income

3. Select Annual Growth in the Functions dialog box.

4. Enter a value in the Percentage text box. For example, “10.”
5. Click the OK button.

Each cell value is increased cumulatively by the specified annual
percentage rate, which is computed monthly.

4To raise or lower a value:
1. Select a cell or range of cells in the row you want to increase or
decrease by a specified percent, or click the row header to select the
entire row.

2. Click the Functions button

or right-click the row and select
Functions on the shortcut menu.

Ultimate Business Plannner
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3. Select Raise or Lower in the Functions dialog box.

4. Enter a value in the Percentage text box. For example, “10.”
5. Click the OK button.

Each cell value is increased or decreased by the specified percentage.

Editing Data in the Worksheet
The Income worksheet enables you to cut and paste data or move data from
a single cell to another cell or range of cells.

4 To cut data from a single cell and paste to another cell
or a range of cells:
1. Select a cell with the value you want to cut.
2. Click the Cut button
shortcut menu.
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3. Select a cell or range of cells to paste the cut value.
4. Click the Paste button
the shortcut menu.

or right-click the cell and click Paste on

4To delete data from your worksheet:
1. Select one or more cells in the worksheet, or click the row header to
select the entire row.
2. Press the Delete key, or, Right-click the cell and select Delete on the
shortcut menu, or click the Delete button
.

4To move a cell value or range of cell values:
1. Select a cell or range of cells in a row that you want to move.
2. Click and drag the selection border to the desired cell.
Selection
border

Ultimate Business Plannner
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Viewing Worksheet Data
From the Income worksheet, you can see the data you’ve entered in an
Income Projection graph or report with the click of a button.

4To view an income projection graph:
1. Click the View Graph button

.

2. The preview window will appear, displaying your Income Projection
graph.

3. Click the button for the year you would like to view, or click the
summary button for a summary of all three years.
4. Click the Print button to print the displayed graph.
5. Click the Close button to return to your Income worksheet.
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4To view an income projection report:
1. Click the View Report button

.

2. The preview window will appear, displaying your Income
Projection report.

3. Click the button for the year you would like to view, or click the
Summary button for a summary of all three years.
4. Click the Print button to print the displayed report,
or click the Export button to export the displayed report to Excel.
5. Click the Close button to return to your Income worksheet.
When you have completed the Income worksheet, click the Expenses tab or
click the Next button at the bottom of the Income window.
Remember, if you don’t have all the information you can continue with
another section and complete the Income worksheet later. Just remember to
save your plan. It’s a good idea to save your information frequently; for
example, before you move on to the next section.

Ultimate Business Plannner
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Chapter 6: Expenses
The Expenses section of Ultimate Business Planner includes a worksheet
for entering your estimated monthly expenses. Start by defining each of the
Expense Categories first, then enter the estimated amount in each monthly
column.

Double-click here to define
Expense Categories

Ultimate Business Planner
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Entering Data in the Worksheet
The Expenses worksheet enables you to define expense categories and enter
your projected monthly expenses. Before entering monthly amounts, define
each of your expense categories. For example, in the HydroHut business,
there are twelve expense categories, including: Salaries & Wages, Professional
Services, Rent, Maintenance, Equipment Rental, Insurance, Postage, and
Marketing & Advertising.
Follow the steps described below to enter your expense categories.
NOTE: QuickBooks Pro/Premier/Enterprise 2003 (or later) users can
import historical data for this section from their QuickBooks files. To use
this feature, please see the instructions in chapter 8 of this user’s guide.

4To define Expense Categories:
1. Click the Edit Row Properties button

or double-click on the

row header in the Expense Category column (i.e., 01).
The Row Properties dialog box appears.

2. Enter a short Description for the expense category, such as Advertising,
Insurance, Office Supplies, Rent, or Repairs and Maintenance.
3. Click the OK button to return to the worksheet and begin entering your
monthly expenses.
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4To enter data in the worksheet:
1. Select a cell in the appropriate monthly column.
2. Enter a value in the cell.
3. Press the Enter key, Tab key, or appropriate Arrow key to move to the
next column or cell.
NOTE 1: Enter estimated expenses for 36 to 60 months, especially if you
are seeking financing. Most lenders require a minimum of 36 to 60 months
of projected expenses.
NOTE 2: Because you are estimating your monthly amount, enter only
whole numbers.

4To sort the worksheet by Expense Categories:
1. Click the Sort

button.

2. Click Description in the Sort By column.
3. Choose Descending or Ascending in the Sort Order column.
4. Click the OK button.

Ultimate Business Planner
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4To copy data from a single cell to another cell or a range of cells:
1. Select a cell with the value you want to copy.
2. Click the Copy button
from the shortcut menu.

or right-click the cell and select Copy

3. Select a cell or range of cells to paste the copied value.

4. Click the Paste button
the shortcut menu.

or right-click the cell and select Paste from

4To repeat the same value for all cells within a row:
1. Enter a value within a cell.
2. Click the row header (i.e., 01) to select the entire row.
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3. Click the Functions button
or right-click the row and select
Functions on the shortcut menu.
4. Select Repeat in the Functions dialog box.

5. Click the OK button. The first value input is entered in all the cells
within the selected row.

NOTE: The Repeat function can start on your choice of cells. For example,
Rent expenses may not be expected until April and then continue at 1,633
per month thereafter. Simply select the starting point (i.e. April for row 03),
enter the desired amount, and follow steps 2 through 5 as just described.

4To sort the worksheet by expense amounts:
1. Click the Sort

button.

2. Click Amount in the Sort By column.

Ultimate Business Planner
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3. Choose Descending or Ascending in the Sort Order column.
4. Click the OK button.

4To add an annual growth percentage:
You can increase the values you entered into the worksheet by an annual
growth factor that is computed monthly.
1. Select a range of cells in a row that you want to increase or click the
row header to select the entire row.

2. Click the Functions button
or right-click the row and select
Functions on the shortcut menu.
3. Select Annual Growth in the Functions dialog box.

4. Enter a value in the Percentage text box. For example, “10.”
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5. Click the OK button.

Each cell value is increased cumulatively by the specified annual
percentage rate computed monthly.

4To raise or lower a value:
1. Select a cell or range of cells in a row you want to raise or lower by a
specified percent, or click the row header to select the entire row.

2. Click the Functions button
or right-click the row and select
Functions on the shortcut menu.
3. Select Raise or Lower in the Functions dialog box.

Ultimate Business Planner
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4. Enter a value in the Percentage text box. For example, “10.”
5. Click the OK button.

Each cell value is increased or decreased by the specified percentage.

Editing Data in the Worksheet
The Expense worksheet enables you to edit data in the worksheet by cutting
and pasting data or moving data from a single cell to another cell or range of
cells.

4To cut data from a single cell and paste to another
cell or range of cells:
1. Select a cell with the value you want to cut.
2. Click the Cut button
shortcut menu.
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3. Select a cell or range of cells to paste the cut value.
4. Click the Paste button
the shortcut menu.

or right-click the cell and select Paste on

4To delete data from your worksheet:
1. Select one or more cells in the worksheet or click the row header to
select the entire row.
2. Press the Delete key, or Right-click the cell and select Delete on the
shortcut menu, or click the Delete button
.

4To move a cell value or range of cell values:
1. Select a cell or range of cells in a row that you want to move.
2. Click and drag the selection border to the desired cell.

Selection
border

Ultimate Business Planner
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Viewing Worksheet Data
From the Expenses worksheet, you can see the data you’ve entered in an
Expenses Projection graph or report with the click of a button.

4To view an expense projection graph:
1. Click the View Graph button

.

2. The preview window will appear, displaying your Expense Projection
graph.

3. Click the button for the year you would like to view, or click the
summary button for a summary of all three years.
4. Click the Print button to print the displayed graph.
5. Click the Close button to return to your Expense worksheet.
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4To view an expense projection report:
1. Click the View Report button

.

2. The preview window will appear, displaying your Expense Projection
report.

3. Click the button for the year you would like to view, or click the
Summary button for a summary of all three years.
4. Click the Print button to print the displayed report.
5. Click the Close button to return to your Expense worksheet.
When you have completed the Expense worksheet, click the Interview
section tab or click the Next button at the bottom of the Expense window.
Remember, if you don’t have all the information you can continue with
another section and complete the Expense worksheet later. Just remember to
save your plan. It’s a good idea to save your information frequently; for
example, before you move on to the next section.

Ultimate Business Planner
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Chapter 7: Interview
The Interview section of Ultimate Business Planner asks questions about
costs that you will incur and funds or loans your business will need. You can
access the Interview section by clicking the Interview section tab.

The Interview section asks various questions about your business, as shown
in the decision table on the following pages. Depending on your answers, you
may not need to answer all of these questions.
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Enter your projected beginning balances for asset
Enter the minimum bank balance your

Will your company maintain inventory for the

No

Yes
What payment terms will inventory suppliers extend to

Will your company maintain a fixed inventory level?
How many dollars’ worth or days’ worth of iventory

Enter estimated annual amortization for your other asset

Enter estimated annual depreciation for your fixed asset
Will your company need to purchase assets
No
Yes
List the assets you need to purchase for your company.
Will you be using any vendor financing to pay

List the loans you will be obtaining from vendors.
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Enter your projected beginning balances for
No
Yes
What amount of your Accounts Payable represents

Select the accounts used for your Line of Credit.

What is your total Line of Credit limit?
What is the average interest rate on

List your long-term loans, if any.
What is the total amount of cash you have
List any specific financing you can arrange

Will your company need to purchase

No

Yes
List additional assets needed and

Will your company need to secure additional loans
No
Yes
Enter the additional loans you will obtain.

The Interview section is complete.
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NOTE: QuickBooks Pro/Premier/Enterprise 2003 (or later) users can
import historical data for this section from their QuickBooks files. To use
this feature, please see the instructions in section 8 of this user’s guide.
When you have completed all your entries, review your entries for accuracy.
You can do this by reviewing the following reports and graphs:
•

Beginning Balance Sheet

•

Profit & Loss

•

Balance Sheet

•

Cash Plan

After reviewing your financials, you are ready to start writing your business
plan. For more information on viewing these reports, see section 9 of this
user’s guide.
Click the Plan tab at the top of the program window or click the Next
button near the bottom of the Interview window to begin writing your plan.
NOTE: Be sure to save your plan by clicking File on the menu bar and
selecting Save. If you have not completed the Interview section or want to
make changes to it, you can return to the Interview section at any time and
make the necessary changes.
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Chapter 8: Importing
QuickBooks Data
If you are building a plan for an existing business and you are currently
using QuickBooks Pro, Premier, or Enterprise 2003 (or later), Ultimate
Business Planner offers an import feature to help you complete the
Company, Income, Expenses, and Interview sections. Each introduction
screen in these sections gives you a prompt to import the information
needed.
Ultimate Business Planner launches an Import Wizard to help you identify
exactly what information you want to import from your QuickBooks file. By
simply answering the questions in the wizard, you will complete the import.
The step-by-step example in this section uses the Income tab, which is
pictured below.

This is the import prompt.
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Ultimate Business Planner automatically combines your accounts into
categories and enters a description with the average Cost of Goods Sold
based on your current QuickBooks information. You can modify a category’s
description and COGS information, as well as adjust any of your numbers by
double-clicking the row header after importing.

4To import QuickBooks data:
1. Click on the “Import from QuickBooks” link.
2. A dialog box will appear requesting permission to access your company
file in QuickBooks.

NOTE: Your QuickBooks company file must be open. If you do not have
your QuickBooks company file open, you will receive a message prompting
you to do so, as pictured below.
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3. Select an access option: Yes, this time or Yes, Always.
4. The Import Wizard will be launched. Click the Next button when you
are ready to continue importing your QuickBooks data.

5. Select the business plan start date.
6. Select your projection option:
•
•
•

I want to project manually.
Use the last 12 months of history.
Compute a monthly average from last 12 months.

7. Apply an annual growth percentage, if appropriate.

Ultimate Business Planner
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8. Click the check boxes of the income categories you want to import.
An unchecked income category will not be imported.

9. Click the Finish button to complete the Import Wizard. Your data will
appear in the Income worksheet.
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Chapter 9: Reports and Graphs
Once you’ve completed the Company, Income, Expenses, and Interview
sections, you can view and print many different reports and charts that are
helpful for analyzing your financial forecast, and if needed, securing the
appropriate financing.

Reports
The Reports menu displays the following
types of reports for analysis:
•

Income Projection

•

Expense Projection

•

Beginning Balance Sheet

•

Profit & Loss

•

Balance Sheet

•

Cash Plan

•

Ratio Analysis

For more information about each report, refer to the descriptions that
follow.
NOTE: Values on the Ultimate Business Planner reports are rounded to
the nearest dollar, therefore, totals and subtotals may not equal the sum of
the figures displayed due to internal computerized rounding.
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4To view a report:
1. Click the Reports menu and select the appropriate report. Ultimate
Business Planner displays a selected report for one year at a time.
or, click the View Report button

.

2. To view a different year or a summary report, click the appropriate
button at the top of your screen.

Income Projection Report
The Income Projection report lists revenue by income category. These
values are derived from information you entered into the Income worksheet.
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Expense Projection Report
The Expense Projection report lists expenses by category. These values are
derived from the information you entered into the Expense worksheet.
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Beginning Balance Sheet
The Beginning Balance Sheet lists the beginning balances of assets,
liabilities, and equity.

Assets: Items of worth to the business. Examples include cash, inventory,
land, and equipment.
Current assets: Assets that are either cash, will turn into cash, or will be used
up within one year.
Cash: The amount of cash on-hand in the business.
Accounts Receivable: (Only appears if you imported data from QuickBooks.) The
sum of all Accounts Receivable accounts. This amount will be received into
the projection based on the credit term information entered in the Company
section.
Inventory: Items the business owns and intends to sell to customers.
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Beginning Balance Sheet (continued)
Other Current Assets: (Only appears if you imported data from QuickBooks.) The
sum of all Other Current Assets accounts, excluding inventory. This value
will remain constant throughout the projection.
Total current assets: The sum of all current assets.
Land: The property owned by the business, not including buildings.
Fixed Assets (net): All property including land, plant, and equipment owned
by the business (net of depreciation). Newly acquired Fixed Assets are
automatically depreciated evenly (straight-line method) based on their
selected category and associated life in the Interview section. If the data was
imported from QuickBooks, Fixed Assets are depreciated based on the depreciation
amounts you entered for year 1, year 2, year 3, year 4 and year 5.
Other assets (net): Deposits and start-up costs (net of amortization). Startup costs specified in the Interview section are automatically amortized evenly
over 60 months. Deposit balances are not amortized. Other Assets balances
imported from QuickBooks are amortized based on the amortization amounts you entered
for year 1, year 2, year 3, year 4 and year 5.
Total assets: The sum of all assets.
Liabilities: The debt the business owes.
Current liabilities: The balance of debt the business must pay within one
year.
Accounts payable (inventory): The amount owed for inventory purchased on
credit terms from suppliers. The Beginning Balance Sheet may indicate a
balance if the business requires inventory and credit terms of net 30 or
longer have been established.
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Beginning Balance Sheet (continued)
Line of credit: A short-term loan that extends the cash available to the
business.
Notes payable: Formal loans due in less than one year.
Current maturities of long-term liabilities: The sum of principal payments
from long-term debt due in less than one year. The value shown is net of
interest expense.
Accrued Liabilities: (Only appears if you imported data from QuickBooks.) This
value includes all Accounts Payable accounts less Inventory Payable and all
Other Current Liability accounts that have not been identified as line-ofcredit accounts. This value will remain constant throughout the projection.
Total current liabilities: The sum of all current liabilities.
Long-term liabilities (net): The sum of principal payments from long-term
debt due beyond one year (net of interest expense). Long-term liabilities are
formal loans where the term of the loan is greater than one year.
Total liabilities: The total amount owed by the business.
Equity: The owner’s investment in the business.
Contributed cash: The amount of cash contributed to the business.
Assets transferred in: The total current market value of the assets
contributed to the business.
Less debt transferred in: The amount of money owed on the assets
contributed to the business.
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Total equity: The total investment in the business by the owner(s).
Total liabilities and equity: The total investment in the business by the
owner(s) and creditor(s).
Debt-to-equity ratio: A financial ratio that describes the relationship between
total liabilities and total equity.

Profit & Loss Statement
The Profit & Loss (P&L) report lists income, expenses, and net income.

Ultimate Business Planner
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Profit & Loss Statement (continued)
Income: Revenue generated from the sale of products and services to
customers. This value is derived from information entered into the income
worksheet.
Less cost of goods sold: Costs associated with the products and
services sold.
Material: The raw material cost of the products and services being sold.
Other: Any costs of products or services other than material and labor.
Gross profit: Sales minus cost of goods sold.
Operating expenses: Any expenses other than cost of goods sold required to
run the business. These values are derived from the Expense worksheet.
Bad debt: The portion of credit sales indicated in the Company section that
will be uncollectible.
Amortization: The amount of start-up costs expensed each month. Ultimate Business Planner automatically expenses the total value of the startup costs in the Interview section equally over 5 years. Deposit balances are
not amortized. Other Assets balances imported from QuickBooks are amortized based
on the
amortization you entered for year 1, year 2, year 3, year 4 and year 5.
Depreciation: The amount of the property, plant, and equipment costs
expensed each month. Ultimate Business Planner automatically expenses
(depreciates) the value of the property, plant, and equipment based up
on the asset categories selected in the Interview section.
Total operating expenses: The sum of all operating expenses.
Operating income: Gross profit minus total operating expenses.
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Interest expense: The cost of borrowing money. The interest portion of
loan payments.
Net income before taxes: The amount gross profit exceeds expenses before
estimated taxes (C Corporations only).
Estimated taxes: The amount of net income estimated to pay federal and
state taxes (C Corporations only).
Net income: Operating income minus interest expense and estimated taxes
(C Corporations only). For all other business types, net income is operating
income minus interest expense.
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Balance Sheet
The Balance Sheet lists the balances of your assets, liabilities, and equity as
of a specific date.

Assets: Items of worth to the business. Examples include cash, inventory,
land, and equipment.
Current assets: Assets that are either cash, will turn into cash, or will be used
up within one year.
Cash: The amount of cash on-hand in the business.
Accounts receivable (net): Money owed to the business by customers for
credit sales (net of bad debt). If you imported data from QuickBooks, this is the
sum of all Accounts Receivable accounts. This amount will be received into the projection
based on the credit term information you entered in the Company section.
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Balance Sheet (continued)
Inventory: Items the business owns and intends to sell to customers.
Total current assets: The sum of all current assets.
Fixed Assets (net): The sum of property including land, plant, and equipment
owned by the business (net of depreciation). Newly acquired Fixed Assets are
automatically depreciated evenly (straight-line method) based on their
selected category and associated life in the Interview section. If you imported
data from QuickBooks, Fixed Assets are depreciated based on the depreciation amounts
you entered for year 1, year 2, year 3, year 4 and year 5.
Other assets (net): Deposits and start-up costs (net of amortization). Organizational costs are amortized, or expensed, over 5 years. Deposits are not
amortized. Other Assets balances imported from QuickBooks are amortized based on
the amortization amounts entered for year 1, year 2, year 3, year 4 and year 5.
Total assets: The sum of all assets.
Liabilities and Equity: The debt the business owes and the owner’s investment in the business.
Current liabilities: The balance of debt the business must pay within one
year.
Accounts payable: The amount owed for inventory purchased on credit

from suppliers. The Balance Sheet may indicate a balance if the business requires inventory and credit terms of net 30 or longer have been
established.
Line-of-credit: A short-term loan that extends the cash available to the
business.
Notes payable: Formal loans due in less than one year.
Ultimate Business Planner

9-11

Reports and Graphs

Part 2—Ultimate Business Planner

Balance Sheet (continued)
Current maturities: The sum of principal payments from long-term debt due
in less than one year. The value shown is net of interest expense.
Accrued Liabilities: (Only appears if you imported data from QuickBooks) This
value includes all Accounts Payable accounts less Inventory Payable and all
Other Current Liability accounts that have not been identified as line-ofcredit accounts. This value will remain constant throughout the projection.
Total current liabilities: The sum of all current liabilities.
Long-term liabilities (net): The sum of principal payments from long-term
debt due beyond one year (net of interest expense). Long-term liabilities are
formal loans where the term of the loan is greater than one year.
Total liabilities: The total amount owed by the business.
Equity: The owner’s investment in the business.
Total liabilities and equity: The total investment in the business by the
owner(s) and creditor(s).
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Cash Plan
The Cash Plan lists the cash the business will generate from sales and use
for expenses. The Cash Plan also shows how much cash will be left over or
how much additional cash the business needs.

Cash receipts: The cash received from the sale of products and services.
The time the business receives cash may be different from the time the Profit
& Loss reports income if you plan on extending credit terms of net 30 or
longer to your customers.
Operating cash expenses: Cash paid for the business’s purchases of
inventory, supplies, labor, and all other expenses.
Inventory purchases: Cash paid for buying inventory.
Other costs of sales: Cash paid for all non-inventory costs directly related
to sales.
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Cash Plan (continued)
Other expenses: Cash paid for all expenses not directly related to sales. These
values are derived from the Expense worksheet.
Estimated taxes: Cash paid for estimated federal and state taxes (C Corporations only).
Total operating cash exp.: The sum of all operating cash expenses.
Cash from operations: The subtotal of cash generated by the business, which
can be used for paying principal, interest, and owners.
Principal payments: Cash paid to reduce the principal balance on loans.
Interest payments: Cash paid for interest on loans.
Net cash after debt service: A subtotal showing the cash generated by the
business that can be distributed to owners or reinvested in the business.
Distributions: Cash paid to owners (except C Corporations).
Change in cash: The net increase or decrease in cash from the beginning of
the period.
Beginning cash: The cash at the beginning of the period.
Cash before borrowing: The cash balance before considering the need for
additional borrowing.
Line of credit activity: The additional cash required by the business.
Ultimate Business Planner will automatically borrow the cash your
business needs. As funds become available, your line-of-credit loan will be
automatically repaid.
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Cash Plan (continued)
Ending cash: The total cash available at the end of the period. If you
indicated a minimum cash balance, ending cash will not be less than the
minimum cash balance. Ending cash will not increase above the minimum
cash balance until the line-of-credit loan has been completely repaid.
NOTE: If your business failed to generate enough cash to operate your
business, a note will appear in red, at the bottom of the report, indicating
that you exceeded your line-of-credit for the month indicated.
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Ratios
A Ratio Analysis is a series of profitability, liquidity, activity, and leverage
ratios. An important part of your forecast is the calculation and interpretation of ratios. A ratio is simply the comparison of one number to another.

For example, if the Balance Sheet shows current assets of $100,000 and
current liabilities of $50,000, the current ratio is 2 to 1. Most rating services,
such as Dunn & Bradstreet Corporation, Moody’s Investors Service, Inc.,
Standard & Poor’s, Robert Morris Associates, and others will simply list 2.0
for this ratio. Lenders or investors sometimes require these numbers to see
how your business compares to others in the same industry. You may be able
to find these rating service reports in your library or on the Internet to see
how your business compares to industry averages.
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Ratios (continued)
Profitability ratios: Profitability ratios are used to determine the business’s
ability to earn income.
Gross profit margin: The amount by which income is greater than the cost
of goods sold shown as a percentage (or as cents per dollar of income). This
is the amount from each sale that the business has for other expenses, such as
rent, utilities, phone, and owners. (Gross profit/Income)
Operating profit margin: The percent by which income is greater than the
cost of all expenses, except for interest expense and taxes. This will indicate
if the financial plan will generate sufficient returns to pay creditors and
owners. (Operating income (Net income + Interest expense + Estimated
taxes)/Income)
Net profit margin: The percent by which net income is greater than the cost
of all the expenses, and indicates the planned return to owners for each
income dollar. (Net income/Income)
Return on equity: The relationship between net income and the owner’s stake
in the business or the amount of net income earned for every dollar invested.
Return on equity should be higher than return on assets. If not, the owners
are supporting the lenders instead of the other way around. (Net income/
Equity)
Return on assets: The relationship between net income, adding back interest
expense, and the assets in the business. Planned borrowing makes sense
when this value is greater than interest rates on loans. (Net income + Interest
expense/Average Total assets)
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Ratios (continued)
Liquidity ratios: Liquidity ratios are used to determine if the business has
adequate current assets to pay current liabilities.
Current ratio: The relationship of current assets to current liabilities. The
current ratio indicates the business has enough current assets to pay its
current liabilities. (Total current assets/Total current liabilities)
Quick ratio (Acid-test): The relationship of cash and accounts receivable
(net) to total current liabilities. This value helps indicate how easily the
business could pay all of its current liabilities if they came due in a very short
time. (Cash + Accounts receivable (net)/Total current liabilities)
Working capital ratio: The relationship of working capital to income. Working capital is defined as total current assets minus total current liabilities.
(Total current assets - Total current liabilities)/Income)
Activity ratios: Activity ratios are used to determine how well the business
manages current assets, pays off current liabilities, and uses assets to generate
income.
Accounts receivable days: The number of days’ sales remaining in accounts
receivable. (Ending Accounts receivable (net)/Average daily credit sales)
Inventory days: The number of days’ sales in inventory. (Ending Inventory/
Average daily cost of goods sold)
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Ratios (continued)
Inventory turnover: The number of times inventory is replaced. (Cost of
goods sold/Average Inventory)
Income-to-assets: The relationship of income to total assets. (Income/
Average Total assets)
Leverage ratios: Leverage ratios are used to determine how the business is
financed.
Debt-to-equity: The relationship of total liabilities to equity. (Total liabilities/
Equity)
Debt ratio: The relationship of total liabilities to total assets. (Total liabilities/
Total assets)
Times-interest (TI) earned: The number of times operating income can pay
interest expense. (Operating income/Interest expense)

Ultimate Business Planner
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Graphs
The Graphs menu displays the following types of graphs for analysis:
•
•
•
•
•
•
•
•

Income Projection
Expense Projection
Profit & Loss
Financial Position
Cash Summary
Break Even – Income
Analysis and Cash Analysis
Income by Category
Expenses by Category

For more information about each
graph, refer to the descriptions that follow.

4To view a graph:
1. Click the Graphs menu and select the appropriate graph. Ultimate
Business Planner displays a selected graph for one year at a time.
or, click the View Graph button

.

2. To view a different year or a summary graph, click the appropriate year
button at the top of your screen.
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Income Projection Graph
The Income Projection graph is a graphical representation of the summation of all income categories. Values are derived from the Income worksheet.
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Expense Projection Graph
The Expense Projection graph is a graphical representation of the summation of all expense categories. Values are derived from the Expense
worksheet.
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Profit & Loss Graph
The Profit & Loss (P&L) graph is a graphical representation of income,
gross profit, operating income, and net income. Values are derived from the
Profit & Loss report.
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Financial Position Graph
The Financial Position graph is a graphical representation of assets,
liabilities, and equity. Values are derived from the Balance Sheet report.
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Cash Summary Graph
The Cash Summary graph is a graphical representation of the business’s
change in cash, ending cash balance, and line-of-credit loan balance. Values
are derived from the Cash Plan and Balance Sheet reports.
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Break-Even Income Analysis Graph
The Break-Even Income Analysis graph is a graphical representation of
income and all expenses (cost of goods sold plus expenses). Values are
derived from the Profit and Loss report.
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Break-Even Cash Analysis Graph
The Break-Even Cash Analysis graph is a graphical representation of cash
and cash required. Values are derived from the Cash Plan report.

Ultimate Business Planner
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Income by Category Graph/Chart
The Income by Category graph or chart is a representation of income by
category. Values are derived from the Income worksheet.
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Expenses by Category Graph/Chart
The Expenses by Category graph or chart is a representation of expenses
by category. In addition to the categories in the Expense worksheet, bad
debt, amortization, depreciation, interest, and income taxes are also included
where applicable.
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Printing Reports and Graphs
4To print the report or chart displayed on your screen:
1. Click the appropriate year or summary button at the top of your

screen.

2. From the File menu, click Print or click the

button.

The Print dialog box appears.
3. Select the appropriate print options:

Printer

Select the name of the printer from a list of printers
displayed.

Orientation

Best Fit, Printer Default, Portrait, or Landscape.

Range

All, Years 1, 2, 3, 4, and 5, or Current Page.

Color

If you have a color printer, you can print graphs in
color. This option is not available for report printing.

Copies

Enter the number of reports or graphs you want to
print.

Pages

Enter the number of the starting page.

4. Click the Print button.
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Chapter 10: Plan
The Plan section of Ultimate Business Planner enables you to write your
business plan—a detailed, written description of what you plan to do and
how you plan to do it! You can access the Plan section by clicking on the
Plan section tab.

Ultimate Business Planner
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The Plan section of Ultimate Business Planner is uniquely designed to
guide you step-by-step through the development of your written business
plan. Use the plan to convey your vision to potential investors, attract key
employees, prospect for new business, deal with suppliers, or to understand
how to better manage your company.
Notice the Plan section is divided into three panes: Outline, Topic Guide,
and Text Entry.

Outline Pane
On the left side of the Plan section is the Outline Pane, which contains a
table of contents for a typical business plan. The table of contents is divided
into sections and topics, represented by the book icons and page icons,
within each section.

Outline pane
& TOC

To move from one section or topic to another, click Next at the bottom of
the Outline pane. To go back to a previous section or topic, click Previous.
Or, click the section title or topic title in the Outline pane.
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The Outline lists each section and topic of a typical business plan. The
sections include:
•
•
•
•
•

Executive Summary
Products
The Industry, Competition
and Market
Operating Plan
Goals and Strategies

•
•
•
•
•

Company Background
Services
Marketing Plan
Management, Organization
and Ownership
Financial Assumptions

All of these sections may not apply to your business. Complete the sections
or topics that are appropriate. You can choose not to include specific sections or topics when you preview and print your plan. In addition, you do
not have to complete your plan in the order that the sections or topics
appear. For example, the Executive Summary is, typically, the last section
completed since it presents a summary of the business plan.
NOTE: Click the plus sign (+) next to the section name to display all the
topics within the section. Likewise, click the minus sign (–) to collapse the
section topics. To expand the sections and display all the topics within each
section, select View from the menu bar, click Outline and select Expand
All. To show only the section titles, click Collapse All from the
Outline option.
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Adding, Removing, and Changing Plan Sections and Topics
The Plan section enables you to add, remove, and change the name of
sections or topics displayed in the Outline pane for inclusion in your plan.
You can add a new section or topic to the plan that is not already included. If
you don’t like the section or topic titles you can easily change the name. If
you later decide to remove a section or topic, the program enables you to
delete any of the sections or topics that you added; however you cannot
remove any of the existing Plan sections or topics.

4To change a plan section or topic:
1. Select a section or topic in the Outline pane.
2. Click Edit on the menu bar.
3. Select the appropriate option:
Add New Topic (Section)
Remove Topic (Section)
Change Topic (Section) Name
4. Type the new or changed name and press the Enter key.
5. A dialog box will appear to confirm you want to make your corrections.
6. Click the yes or no button to complete your changes.
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Topic Guide/Example Pane
On the right side of the Plan section are the Topic Guide and
Example tabs.
Topic Guide tab

Example tab

Text Entry pane

The Topic Guide and Example tabs explain what you should include in
each topic and give an example of each.
Click on a Topic title in the Outline pane, or click Next and review the text
displayed by the Topic Guide tab. If you need an example of what to
include, click the Example tab. You can also access samples of written
business plans from the Resources menu.

Ultimate Business Planner
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4To print Topic Guides and Examples:
You can print each Topic Guide and Example for use away from your
desktop.
1.

Click the Print Topic Guide button
in the upper
right hand corner, or click File and select Print Topic Guide.

2.

Make your printing selections.

3.

Click Print.

Text Entry Pane
Below the Topic Guide/Example tabs is the Text Entry pane. Use the Text
Entry pane as a text editor to enter and edit your own text, or paste text
from other sources.
Place the cursor in the Text Entry pane and start writing!
The tools in the tool bar will help you when composing your plan.

The first four buttons allow you to Cut, Copy, Paste, or Undo as you enter
or edit text.
The next three buttons are for formatting text: Bold, Italic, and Underline.
The remaining tools are: Insert Summary Report, Insert Graph, Insert
Picture, Insert Example Text, Find, Spell Check, Preview, and Print.
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The Example tab gives examples of information you can use as a guideline
for developing your own plan. Review the examples before you start writing.
Additional examples of written business plans are available from the
Resources menu.

Example
tab & text

If you want, you can insert the Example text into the Text Entry pane and
edit the text as necessary, using the Insert Example Text button. For more
information, see the section that follows.

Inserting Example Text into Your Plan
To make the process of writing your business plan even easier, Ultimate
Business Planner allows you to insert the Example text into the Text Entry
pane, where you can edit the text to fit your plan.

Ultimate Business Planner
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4To insert example text:
1. Position the cursor in the Text Entry pane where you want to insert the
Example text.

Example text inserted
intoText Entry pane

2. Click the Insert Example Text button,
or click Edit on the menu bar, select Insert, and then select Example
Text. The program automatically inserts the text.

Inserting Reports into Your Plan
In addition to entering your own text in the Text Entry pane, you can insert
reports into your plan where appropriate. You can easily insert reports that
you created using the other sections of Ultimate Business Planner, such as
the Income Projections, Expense Projections, or a Profit and Loss Statement.
NOTE: Only summary reports are included in the main body of the plan.
If you need to include full monthly reports, insert them into the appendix.
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4To insert a report:
1. Position the cursor in the Text Entry pane where you want to insert a
report.
2. Click the Insert Summary Report button,
or click Edit on the menu bar, select Insert, and then select Summary
Report. The program displays the Insert Summary Report dialog box.

3. Select the report you want included from the Report drop-down list.
4. Select how you want the report aligned on the page: Left, Center,
or Right.
5. Click the OK button. The Text Entry pane will display the report icon
and the name of the report. When you print your plan, the complete
report will appear automatically formatted and paginated by Ultimate
Business Planner. For more information about printing, refer to the
topic Printing Your Plan in this chapter.
NOTE: The inserted report is dynamically linked with the original report.
Thus, any changes made to the summary report will be reflected in the plan.
To remove a report from your plan, click the Report icon or Report title
shown in the Text Entry pane. From the Insert Summary Report dialog
box, click Remove.
Ultimate Business Planner
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4To preview a report:
1. Click the title of the report you wish to preview.
2. Make your report selections, and click the Preview button in the Insert
Summary Report dialog box.
3. Click the Close button when you’ve finished reviewing the report.
4. Click Close.
NOTE: To review the report in your plan format, click the Preview button
in the tool bar.

4To remove a report:
1. Click the report icon or title of the report you wish to remove.
2. Click Remove in the Insert Summary Report dialog box.

Inserting Graphs into Your Plan
Ultimate Business Planner enables you to insert graphs into your plan.
You can insert graphs that were automatically created by Ultimate Business
Planner, such as Cash Summary, Profit & Loss, Break-even, or Expenses by
Category graphs.

4To insert a graph:
1. Position the cursor in the Text Entry pane where you want to insert a
graph.
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2. Click the Insert Graph button,
or click Edit on the menu bar, select Insert, and then select Graph. The
program displays the Insert Graph dialog box.

3. Select a graph you want included from the Graph drop-down list.
4. Select how you want the graph aligned on the page: Left, Center, or
Right.
5. Select which graph Period you want to use: Year 1, Year 2, Year 3, Year 4
and Year 5, or Summary.
6. Click the OK button. The Text Entry pane will display the graph icon
and the name of the graph. When you print your plan, the graph will
appear in your plan automatically. For more information about printing,
refer to the topic Printing Your Plan in this chapter.
NOTE: The inserted graph is dynamically linked with the original graph.
Thus, any changes made to the graph will be reflected in the plan. To remove
a graph from your plan, click the Graph icon or Graph title shown in the
Text Entry pane. From the Insert Graph dialog box, click Remove.

Ultimate Business Planner
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4To preview a graph:
1. Click the title of the graph you wish to preview.
2. Make your graph selections, and click the Preview button in the Insert
Graph dialog box.
3. Click the Close button when you’ve finished reviewing the graph.
4. Click Close.
NOTE: To review the graph in your plan format, click the Preview button
in the tool bar.

4To remove a graph:
1. Click the graph icon or title of the graph you wish to remove.
2. Click Remove in the Insert Graph dialog box.

Inserting Pictures into Your Plan
Ultimate Business Planner also enables you to easily insert photos, clipart,
drawings, etc., into your plan. For example, you may want to include scanned
product photos, CAD drawings, architectural drawings, or schematics into
your plan. Ultimate Business Planner accepts any picture that is in one of
these formats: .bmp, .wmf, .gif., or jpg.

4To insert a picture:
1. Position the cursor in the Text Entry pane where you want to insert a
picture.
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2. Click the Insert Picture button,
or click Edit from the menu bar, select Insert, then select Picture. The
program displays the Insert Picture dialog box.
3. To locate a picture file, click the Browse button.
4. Go to the directory where the picture file is located, select the file, and a
preview of the image will be displayed in the dialog box.

5. Select how you want the picture aligned on the page: Left, Center, or
Right.
6. If the picture is a Metafile (.wmf), select the scale percentage you want
the picture sized to in the Metafile Scale box.
NOTE: While Metafiles can be resized up or down without distorting the
image, other files (.bmp, .jpg, .gif) cannot be resized without some distortion
or loss of quality. It is recommended you have these types sized accordingly
before inserting them into your plan.
7. Click the OK button. The Text Entry pane will display the picture icon
and the filename. When you print your plan you will see the picture in
your plan. For more information about printing, refer to the topic
Printing Your Plan in this chapter.

Ultimate Business Planner
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NOTE: The inserted picture is dynamically linked with the original picture.
Thus, any changes made to the picture will be reflected in the plan. To
remove a picture from your plan, click the Picture button or Picture File
Name shown in the Text Entry pane. From the Insert Picture dialog box,
click Remove.
Important...
The program uses a filename to link your picture with the business plan. It is
not embedded into the plan document. As a result, if you later delete the
picture file from your hard disk, the picture will not be included in your plan.
Likewise, if you transfer the Ultimate Business Planner file (.bp1) to
another computer, the pictures will not be included in the plan.

Inserting Cover Graphics into Your Plan
If you choose to have a large picture or graphic on the cover of your
business plan, Ultimate Business Planner creates two opening pages for
your business plan.
The first page, or Title Page, displays the company name and any picture or
graphic you insert.
The second page displays the company name, contact information, and
notice.
NOTE: Ultimate Business Planner accepts any picture that is in one of
these formats: .bmp, .wmf, .jpg, .gif. The program does not automatically
resize images, therefore, it is recommended you have graphics and pictures
sized accordingly before inserting them on your cover.
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4To insert cover graphics:
1. Click the File menu and select Preview Business Plan or Print
Business Plan.
2. Click the Title Page Options tab.
3. Click the Browse button to find the picture or graphic to insert.
4. The Preview box displays the picture or graphic you selected.
5. Click Close.

Tracking Completion of Your Plan
Use this feature to help you keep track of sections you’ve completed,
sections that still need work, as well as sections ready for printing.

4To track completed sections:
1. Click the Complete checkbox
located at the upper right hand corner of the Text Entry pane.
2. A red checkmark appears in your Outline to indicate the section is
marked Complete.

Ultimate Business Planner
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4To track sections for printing:
Click the Print checkbox
located at the upper right hand corner of the Text Entry pane.
NOTE: You can change the Complete and Print status of any section or
topic at any time.

Spell Checking Your Plan
Ultimate Business Planner includes a group of functions to help you
check your plan carefully: Spell Check, Find, and Find & Replace.

4To Spell Check:
1.

Click the Spell Check button
to check the spelling of words you entered in the Text Entry pane.

2.

Ultimate Business Planner begins checking the current topic, then
continues to the end of the plan.

3.

When finished, a prompt appears asking if you would like the spell check
to continue checking the beginning of your plan.

4.

Click the Yes or No button.

4To Find:
1. Click the Find button.
2. Enter the word you’re searching in the blank text box of the dialog box.
3. Select the option(s) for your search:
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•

Match case: to match upper and lower case as you’ve entered the
word in the text box

•

Find whole words only: to search for a word only; not groups of
the letters you entered

•

Search current topic only: to search one topic instead of the entire
business plan

4. Click the Find Next button.
5. When the word has been found, click the Close button to exit, and make
your change in the Text Entry pane.

4To Replace:
To automatically make word replacements, use the Replace feature in
conjunction with Find.
1. Click the Find button.
2. Enter the word you’re searching in the blank text box of the dialog box.
3. Click the Replace tab.
4. A new dialog box will appear. Enter the replacement word in the blank
text box.
5. Select the option(s) for your search:

•

Match case: to match upper and lower case as you’ve entered the
word in the text box

•

Find whole words only: to search for a word only; not groups of
the letters you entered

•

Search current topic only: to search one topic instead of the entire
business plan

Ultimate Business Planner
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6. To begin the Find and Replace, click the appropriate option:

•

Find Next: to locate the next occurrence of the word you need to
replace

•

Replace: to replace the word after it’s found

•

Replace All: to automatically replace the word through the entire
section or business plan.

7. A message will appear when you have completed the Find and Replace.
Click the Close button to return to the Text Entry pane.

Reviewing Your Plan
Ultimate Business Planner includes a group of functions to help you
check your plan carefully: Spell Check, Find, and Find & Replace.
The Review Plan feature checks four areas of your business plan:

•

Was a spell check completed after changes were made to plan text?

•

Are any topics not indicated as "complete" checked for printing?

•

Are there any blank topics checked for printing?

•

Are there any invalid loan scenarios in the plan financials?

4To Review Plan:
1. Click the File menu and select Preview Business Plan or Print
Business Plan.
2. Click the checkboxes to select or deselect items to include.
3. Click the Review Plan button.
4. Click Print Review to print a copy of this review, or click Close to
return to your plan.
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Previewing Your Plan
Using the Preview Business Plan options, you can preview one section, a
sample of sections, or the entire plan complete with financial graphs and
reports.

4To preview with the Preview Button:
1. In the tool bar, click the Preview button in the section you are viewing
and/or working on.
2. Ultimate Business Planner launches the section in Adobe Acrobat.
Use the Acrobat tool bar to navigate and review.
3. Click Close to return to the section you were viewing and/or
working on.

4To preview with the File Menu:
1. Click the File menu and select Preview Business Plan.
2. The Preview Business Plan dialog box appears.
3. On the Contents tab, check or uncheck the sections or topics you want
included in your preview.
NOTE: To exclude an entire section, uncheck a section title. To exclude just
a topic, uncheck the appropriate topic title.
4. Check or uncheck items for your preview in Appendix Contents and
Additional Documents.
5. Click the Preview button to launch your plan in Adobe Acrobat. Use the
Acrobat tool bar to navigate and review.
Ultimate Business Planner
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NOTE: Status bars appear to show you formatting progress.
6. While previewing, you can choose to Export, Print, or Close your plan.

Formatting Your Plan

4To format your business plan:
1. Click the File menu and select Plan Format.
2. In the Compose to Printer drop down list, select your printer.
3. Click the Print in Color checkbox in Graphs, if desired.
4. In Font, choose your font, size, and line spacing.
5. Click Close.
NOTE: These options can be changed at any time while preparing your
business plan.

Printing Your Plan
As you progress through the section tabs, you have had opportunities to
print pieces of information used to build your plan. Once you’ve completed
writing your text, you’ll be ready to print your complete business plan. The
program will display a Print Business Plan dialog box so you can select the
sections and topics of your plan you want to print and select your format
settings.
NOTE: It’s always a good idea to save your plan frequently. Before printing
your plan, click File on the menu bar and select Save.
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1. Click the Print button,
or click the File menu and select Print Business Plan.
2. The Print Business Plan dialog box appears.

3. On the Contents tab, check or uncheck the sections or topics you want
included in your plan.
To exclude an entire section, uncheck a section title. To exclude just a
topic, uncheck the appropriate topic title.
NOTE: If you plan on exporting the file to your word processor, you
probably don’t need to include the Table of Contents, since the pagination
will change when you perform additional formatting or insert additional text.
4. In Appendix Contents, check or uncheck items to prepare the appendix
section of your plan, if necessary.
Ultimate Business Planner just needs the title of the information for
it to appear in the plan’s table of contents.

Ultimate Business Planner
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NOTE: The Appendix may contain additional supporting information that
you have put together yourself, or you may want to include full reports and
graphs, such as Profit and Loss reports, rather than just the summary reports
within the body of the plan.
5. After making your selections in each tab, click the Preview button.
NOTE: To carefully preview your business plan before printing, use the
Preview Business Plan feature.
6. When your plan is ready, click the Print button.
7. Make your selections in the Print dialog box, and click OK to begin
printing.

Ultimate Business Planner automatically assembles your plan and displays
the plan for you to preview. In the preview, you can review the plan, print it,
export the plan to your default word processor, or save your plan as a PDF
file.
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Publishing Your Plan
Ultimate Business Planner provides you with the option to publish your
business plan as a Portable Document File (.pdf).

4To publish as a PDF file:
1.

Click File menu, and select Preview Business Plan or
Print Business Plan.

2.

Click the checkboxes to select or deselect items to include.

3.

Click the Preview button in the dialog box.

4.

Click the PDF Save button

in the preview.

Exporting Your Plan
Ultimate Business Planner gives you two export options:

•

Exporting business plan text to Microsoft Word

•

Exporting financial reports to Microsoft Excel

Exporting financials and text enables you to add information, continue
editing, or add data to the appendix. The name of the exported documents
will be the same name as your plan, with an .rtf file extension for text or an
.xls file extension for financial reports. They will be saved to the My
Documents folder.

4To export financials to Excel:
1. Click the View Report button,
or click the Reports menu and select a report.
Ultimate Business Planner
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2. Select Current page or Years 1, 2, 3, 4, & 5.
NOTE: If a report is a single page, there will be one tab in the Excel
worksheet. For reports with more than one page, there will be a tab for each
page in the worksheet.
3. Click the Export button in the preview.

4To text to Word:
The first page of the plan will appear in your default word processor.
Exporting the plan enables you to add information, edit the plan further, or
add data to the appendix.
The name of the exported document will be the same name as your plan,
with an .rtf (Rich Text Format) file extension, and be saved to your My
Documents folder as your plan. For example: businessplan.bp1 and
businessplan.rtf.
1. Click File menu, and select Preview Business Plan or Print Business
Plan.
2. Click the checkboxes to select or deselect items to include.
3. Click the Preview button in the dialog box.
4. Click the Export button in the preview.
NOTE: Exporting and saving your plan as an .rtf file embeds all the
pictures, charts, and summary reports within the plan, enabling you to copy
the plan to another computer, or directory, or to email it to an associate.
Your default word processor must be able to read an exported .rtf. Most
word processors can do this; however, do not use Windows WordPad as
your default word processor.
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Accounts payable

Liabilities created by purchases made on credit.

Accounts receivable

Claims against customers for credit sales.

Amortization

The periodic expense of an amount paid for an
intangible asset over a period of time. New
businesses are able to amortize their start-up
expenses over at least a 5-year period.

Annual growth factor

A percentage by which income and cost of goods
sold (COGS) will increase over a one-year period.

Asset category

The indication of whether an asset is land, a
building, equipment, or a start-up cost.

Asset life

The number of year’s service expected from an
asset.

Assets

Items of worth to the business. Examples include
cash, accounts receivable, inventory, and equipment.

Assumptions

Brief sentences or paragraphs that explain the logic
behind the numbers in a financial forecast.

Audit

An examination of a company’s financial records
and the accounting systems, controls, and records
that produced them.

Bad debt expense

The amount of credit sales deemed uncollectible.

Balance sheet

A report listing the balances of the assets, liabilities,
and equity as of a specific date.
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Beginning
balance sheet

A report listing the beginning balances of assets,
liabilities, and equity.

Business plan

A written description of your business’s future.

Business type

The legal structure of the business. Types include
Sole Proprietorship, Partnership, S Corporation, C
Corporation, or Limited Liability Company.

C Corporation

A business structure organized under state law and
generally treated as a separate tax entity. The biggest
benefit for the small-business owner is the liability
protection.

Cash

Coins and currency, checks, money orders, credit
card slips, and deposits in bank accounts.

Cash flow

The increase or decrease in cash from business
operations.

Cash plan

A report listing the cash the business will generate
from income and use for expenses. It also shows
how much cash is left over or how much additional
cash the business needs.

Cash sales

The portion of sales paid for with cash.

Certified Public
Accountant (CPA)

An individual who offers accounting services to the
general public, who is licensed by the state, who
does audits, and can represent clients before the
IRS.
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Ownership in a corporation resulting from
investment. Common stockholder rights usually
include a right to vote, share in dividends, purchase
additional shares, and share in cash if the
corporation is liquidated.

Competitive advantage A distinct characteristic that makes your product or
service more appealing than your competitor’s.
Consultants

Paid professionals that perform a certain job
function for your business. Consultants can include
attorneys, accountants, and advertising/marketing
agencies.

Cost of goods sold
(COGS)

The cost of a product or service sold to customers.

Credit sales

The portion of sales sold on credit terms.

Credit terms

The arrangements agreed upon by the buyer and
seller as to when payments for products and
services are to be made.

Current assets

Assets that are either cash, will turn into cash, or
will be used up within one year.

Current liabilities

Debts the business must pay within one year.

Current market value

What someone is willing to pay you for an item
should you choose to sell it today.

Customer credit policy The credit terms given to customers.
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Customer profile

A written description of your customers. Usual
methods for developing customer profiles include
demographics, geographics, and psychographics.

Debt service

The total payment of principal and interest on
loans.

Demographics

A means of separating customers into groups by
factors such as age, gender, income, or education.

Deposits

Cash paid to establish a service such as rent, utilities,
and telephone.

Depreciation

The reduction in value of an asset over its useful
life.

Distributions

Amounts paid to, or withdrawn by, the owners of a
Sole Proprietorship, Partnership, S Corporation, or
Limited Liability Company.

Dividends

Distributions of money by a corporation to its
stockholders.

Double taxation

Owners of C Corporations pay income taxes on the
business’s net income as well as on dividends
received from the corporation.

Employee benefits

Expenses for employees in addition to salaries and
wages. Employee benefits include retirement plans,
health plans, dental or vision plans, life insurance
plans, paid vacations, holidays, or sick leave.

Employees

Persons employed by the business.

Equity

The investment in the business by the owner(s).
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Estimated corporate
tax rate

The estimated percent of a corporation’s income
required to cover its federal and state corporate tax
liability.

Estimated taxes

The estimated amount a corporation pays to cover
its federal and state corporate tax liability.

Expense categories

Costs, or groups of costs, incurred by the business.

Expense forecast

An estimate of the business’s future costs.

Expenses

Costs incurred by the business.

Fixed cost or expense

A cost or expense that remains constant regardless
of the level of income.

Fixed inventory

A system where the inventory level remains
constant.

Franchise

An agreement under which the franchiser (owner of
the rights) licenses the franchisee (the business
owner) the right to sell a given product/service or
to use certain trademarks or trade names, usually
within a designated area.

Franchise fees

Cash paid to a franchise or for the use of a
franchise.

General partner

A partnership investor who manages the business
and assumes responsibility for the partnership’s
debts and other obligations.

Geographics

A means of separating customers into groups by
location such as city, county, state, region, or
country.
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Gross profit

Income minus the cost of goods sold.

Income

Revenue generated from the sale of products and
services.

Income categories

Items, or groups of items, offered by the business.

Income forecast

An estimate of the business’s income level and mix.

Income mix

The portion of income forecasted between the
various products and services being offered.

Independent
contractor

Someone who provides services to your business on
a non-employee basis.

Interest expense

The cost of borrowing money.

Inventory

Items the business owns and intends to sell to
customers.

Labor

Costs paid to employees directly involved with
bringing goods or services to the customer.

Liabilities

Amounts owed by the business.

Limited Liability
Company (LLC)

A hybrid business structure that combines the tax
advantages of a partnership with the liability
protection of a corporation.

Limited partner

A partnership investor who has no control over the
business and is not subject to the same liabilities as
the general partners.

Line-of-credit limit

The maximum loan amount of a line-of-credit loan.
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Line-of-credit loan

A current liability that extends the cash available in
the business’s checking account by the upper limit
for the loan agreement.

Long-term liabilities

A formal loan where the term of the loan is greater
than one year.

Marketing plan

A written explanation of how you plan on reaching
customers, making sales, and reaching your financial
goals.

Minimum cash balance The minimum amount of cash the business needs
to keep on-hand at all times.
Mission statement

A series of brief sentences or paragraphs that
describe the purpose of your business, its products
or services, customers, markets, and philosophy.

Net income

The amount the business makes when income
exceeds all expenses.

Net loss

The amount the business loses when all expenses
exceed income.

Net Sales

Sales after discounts and returns.

Net worth

The owner’s equity in the business.

Notes payable

Formal loans due in less than one year.

Operating expenses

Selling, general, and administrative expenses that are
necessary to run the business. Examples include
salaries, insurance, advertising, and rent. Any
expenses other than cost of goods sold.
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Operating income

The amount of profit earned during the normal
course of operation.

Operating plan

A written explanation of how you run your
business. An operating plan should include a
description of your business facility, required
operating equipment, supplier and vendor
relationships, and needed personnel.

Organizational chart

A diagram of the relationships and responsibilities
of individuals or departments of your business.

Organizational
structure

The way your business is separated into functional
areas. Depending upon the size of your business,
individuals or departments may be responsible for
certain job functions.

Outstanding loans

Principal balances the business will repay.

Ownership structure

The division of business ownership between
individuals or companies.

Partnership

A business that is unincorporated and organized by
two or more individuals.

Payroll taxes

The cost of employing someone. Payroll taxes
include FICA, federal and state unemployment
taxes, worker’s compensation, and state short-term
disability programs.

Personnel plan

A written description of your business’s staffing
requirements. It should include a breakdown of
your needs by position and the number required.
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Preferred stock

Ownership in a corporation resulting from
investment. Preferred stock carries certain
preferences over common stock, such as a prior
claim of dividends. Often preferred stock has no or
limited voting rights.

Product lifecycle

A phenomenon where a product experiences rapid
growth until it matures and growth slows.
Eventually, sales will decline and the product will
disappear from the marketplace entirely.

Profit & Loss (P&L)

A report listing income, expenses, and net income.

Promotional plan

A written description of the activities you plan on
using to promote your products or services.
Promotional activities can include advertising,
personal selling, public relations, and sales
promotion.

Property, plant,
and equipment

Assets that are used in the business, which exist
physically, and are not for sale to customers.

Psychographics

A means of separating customers into groups by
lifestyle such as interests, activities, or opinions.

S Corporation

A type of corporation that provides its owners with
tax treatment that is similar to a partnership and
liability protection similar to a corporation.

Self-employment taxes

Taxes paid by self-employed persons for payroll
taxes.

Sole Proprietorship

A business entity that involves just one individual
who owns and operates the enterprise.
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Start-up costs

Costs a new business incurs before sales efforts
begin.

Stockholders

Those persons holding some share of the business’s
equity through stock ownership. Also known as
shareholders or equity holders.

Strategic alliance

An agreement between two or more companies for
the purpose of doing business.

Supplies

Items that a business needs to provide products or
services, but are not sold to customers.

Unit cost

The cost of a single product or service.

Unit price

The selling price of a single product or service.

Variable cost
or expense

A cost or expense that increases or decreases with
the level of income.

Variable inventory

A system where the inventory level fluctuates with
sales.

Vendor financing

Buying from vendors on credit terms.

Vision statement

A series of brief sentences of paragraphs that
describes the “big goals” that your business hopes
to achieve over time. It can also present the ultimate
heights you believe your business can reach and
what you want your business to be after a certain
period of time.

Working capital

The amount by which current assets exceeds current
liabilities.

Worksheet

A series of columns and rows of data.
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