
Most people that start a new business do not start  out  or even end up owning a business. They start out  and 
end up owning a job. One that if they do not go in one day for either reason or vacation, then nothing gets 
done. This is not  a business. It  comes about  when an employee of a company does a job and then one day 
wakes up with an epiphany: “Hey I can do this for myself!”

This  is  the  start of what goes wrong at the  outset. The reason is: Just  because you understand the technical 
work of a business, it  does not  follow that  you understand a business that does that  technical work. The 
technician, be it  a hairdresser, a graphic designer, a shop assistant or a super-sales star ends up doing what 
they are good at, and fully understand, plus becoming book-keeper, manager, finance director, strategic 
planner and general bottle-washer. As such there is no business, just a job that  you have tied your body and 
soul to: you and only you are the reason it works. This technician mind-set  focuses on doing the business as 
they understand it based on the job they were previously employed for.

A business must start with  a plan as to what  it  is intended to become and why. Successful businesses have 
something in common. Let me exemplify with a statement from the founder of IBM, Tom Watson:
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D E V E L O P I N G  A P R O F I T A B L E  B U S I N E S S  P L A N

B u s i n e s s  S u c c e s s
S T R A T E G I E S

My company became successful for 3 reasons...

1. At the very beginning, I had a very clear picture of what the company would look like 
when it was finally done.  I developed a model in my mind of what it would like when the 
dream – my vision – was in place.

2. Once I had that picture, I then asked myself how a company that looked like my dream 
would have to act. I then created a picture of how IBM would act when it was finally done.

3. I decided that unless we began to act like a great company long before it ever became 
one, we would never get there.
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“From the outset, IBM was fashioned after the template of my vision. And each and 
every day we sought to model the company to that plan. At the end of every day we 
asked ourselves how well we did, discovered the disparity between where we are and 
where we had committed ourselves to be and at the start of the following day set out 
to make the difference. Every day at IBM was a day devoted to business development, 
not doing business. We didn’t do business at IBM, we built one, just as we had 
planned out to do from the start.”

Hard to believe as  it is, the  majority of business do NOT have a plan. They may well have a dream, but  it 
soon becomes utterly destroyed without developing an articulated plan. Many clients of mine, from small 
business to large corporations are guilty of not  having a plan. They are utterly focused on doing business 
without  any understanding of business development. Large corporations can be successful in spite of 
themselves because of their size and the market share. 

Now, in our new emerging economy they will  not survive. Other smaller agile companies are already 
taking their market share. That  is why so many large corporations have failed during recessionary times 
because they literally ‘got found out’ that they were operating with incompetent  management that had no 
idea what to do when tough times demanded tough action.

There are two fundamentally important reasons for developing a plan. Unfortunately it  is the 2nd reason 
rather than the first overriding reason, why most businesses are forced to develop a business plan…

1. Have I determined, defined, clarified and aligned what I do - and am able to articulate it  - concisely and 
communicate effectively so that  others understand, buy in, become involved, committed and are in turn able 
to duplicate and communicate it  to others? Am I absolutely clear on the very purpose of my company, why it 
exists, what it  will excel at, what  it  must  become, when is it going to arrive there and how is it  going to make 
sure it does – with or without me at the helm?

2. It is impossible to obtain outside funding without a business plan. Any lender or investor demands a 
logical, coherent plan before putting their money at risk – wouldn’t you?

A business plan articulates a business  opportunity, identifies the market to be served and provides details 
how that market  will be pursued. It will share the specialties of the Management  team (as this is actually one 
of the key factors for any lender to invest) and explain the resources required for success and provide 
overview and detailed forecast over a defined time period.

I believe that  the most important value of developing a business plan from the outset  is that it forces you and 
your team to really consider and think through all and every element of your business. It  should be able to 
inform you as to what you are going to sell and how you are going to pay for everything associated with 
those sales. A good, well-executed plan will ensure that  you avoid operational failure. My question to many 
receivers and liquidators of failed businesses: Was there a plan? Always elicits the same answer – No. 
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On rare occasions there is the qualifying statement  of: Well, only a recent one, which they hastily put 
together when desperate for funding.

Lender and Investor Firms review thousands of business plans  every year and only fund a few. They 
have the advantage of being coldly objective and can instantly recognize if your plan will work or not. That 
is why your plan must stand out  from the rest. It  must  be honest  and well thought out. Now herein lies a 
major challenge. Most entrepreneurs and business owners have not got a clue how to write a plan.

Take into account the importance of getting outside support  from someone adept  in writing your plan for you 
and even some software. I believe however that  it  is important to learn and understand the key points 
yourself. After all, let’s face it. This is your baby, you gave birth to your business and it is up to you to plan 
how you are going to support  right  through toddler stage until it is running on its own without  your constant 
input  – otherwise it is not  a business, you only own a job that  you have developed to suit  you – and which 
requires YOU every day.

The best business plans are  short and concise, particularly when preparing for the future of the companies 
sake and not for required funding. However a plan that  requires funding will require financial forecasts and 
details of management qualification and this is where your accountant or software will suffice. My purpose 
for this module is for you to develop a plan that articulates everything about your business: The What, Why, 
How, Who, When. A plan that inspires buy-in from both customers and your team as well as providing 
measurable metrics to achieve. 

Being raised on a Highland Croft  taught me that there was a sequential process to employ for required 
growth:

In farming, if there is a problem, you go to the root of the cause. If the seed does not grow, it is not the fault 
of the seed. It is the fault of badly prepared ground giving a lack of nutrients. If a young plant does not grow, 
it is not the fault of the plant; it is because of lack of sustenance and general nurturing. 
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  Croft                           Business            Popular
Farming            Farming            Jargon
 

1. Choose your field.     Why does our company exist?  Mission  L
2. Prepare the ground.     What are we about?   Values  E

3. Plant at the right time.     Where do we want to go?  Objectives A
4. Nurture your produce.     What do we have?   Strengths D

5. Ensure regular irrigation.    How will we get there?  Strategy E
6. Reap when ripe.      Are our products developed?  Marketing R

7. Bring to Consumer.      How well are they received?  Revenue S
8. Reward & Thank.      Do we deliver & follow through? Service  H

9. Save & Invest Profit.       How are we going to expand? Results  I
10. Inspect your field.      Is our process working?  Manage P
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The strategy of pulling the plant  out of the soil to check on progress will destroy it. These are basic natural 
flowing principles of life that put things in order when followed. 

Though the word organisation comes from the word organise, to put things in order; and the place where 
products are created is called a plant, it is clear that with some organisations the comparison stops. Just 
imagine shareholders metaphorically pulling your plants out of the ground and warning them that if they do 
not grow faster they will not give them any more water. It  is essential that leadership and management  do not 
get bogged down in the minutiae of business. 

Notice that Manage comes at the  bottom of the list. When followed sequentially, you exemplify good 
Leadership. Regardless of the size of an investment, the basics are constant. And as all forms of speculative 
investment, which is the most  common type that  a business is involved in, inherently carries risk, it  is even 
more important that the basics are adhered to. If not, financial folly follows.

The plan must start out with  the  end in mind, articulate exactly what you are about and what you are 
committed to achieving. Then it must  have a strategic mission and measurable metrics. The following 
utilizes a law firm for illustration purposes only.

The Law Company

OUR VISION + MISSION STATEMENT

“TO DELIVER THE FINEST LEGAL SOLUTIONS”

Our Purpose:
The purpose of The Law Company is to deliver the finest legal solutions in terms of commerciality, quality, 
service and performance - to achieve our clients’ goals and generate value for them; maintaining focus on 
their requirements and caring passionately for their success.

Developing all our people to become proactive, business-aware, professionals; within a stimulating, 
motivating, positive and secure working environment.

OUR VALUES
We aspire to:

Teamwork 
Serving our clients’ best  interests with mutual trust, sharing and valuing all ideas and contributions; 
respecting all our colleagues and taking pride in both our client relations and care.

Performance 
Striving for continuous improvement in all our endeavors, consistently adding value to what we do; ensuring 
loyalty of our retained clients and building strong, new relationships.

Quality  
Attaining the highest standards of excellence, service, effectiveness and delivery for our legal solutions 
through the continuous development and recognition of all our people. 

Entrepreneurial  
Cultivating commitment, enthusiasm, innovation and opportunity focus; recognising that our business 
awareness, pragmatism and passion are the strengths that differentiate us. 
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The Law Company
BUSINESS PLAN

“DELIVERING THE FINEST LEGAL SOLUTIONS”

MISSION  2011
1. To be recognised as first choice for the best commercially-oriented legal solutions. 
2. To achieve Revenue of £XXm in 2011 and maximise profits for investment and remuneration.
3. To retain, attract and develop high-calibre People and Clients.
4. To realise the agreed measurable growth metrics of our Strategic Plan to 2007.
5. To review all clients to ensure retention, non-reduction and growth opportunities.
6. To consider and negotiate appropriate, complementary income-producing acquisitions. 
7. To ensure expenses remain capped at under two-thirds of receivables.

Our Measurable Growth Metrics:
1. To develop X new clients each generating fees of more than £250K during 2011 – 2012.
2. To win XX new clients each generating fees of £50K to £250K a year during 2011 – 2012.
3. To proactively increase business with existing clients by an average of 7% per year.
4. To achieve revenue of £XXM during 2011; £XXM in 2012; reaching £XXm in 2013.
5. To attain profit margins of 32.2% during 2011; 32.9% in 2012 reaching 33.4% in 2013.
6. To enjoy Annual Growth of 16% during 2011 and 18% during 2012.
7. To increase equity point value to £44K during 2011; £49K in 2012 reaching £55K in 2012.

Our Areas for Attention:
1. COMMUNICATION: To achieve our mission with unity and focus.
2. PEOPLE: To retain, attract, develop and reward. 
3. TECHNOLOGY: To provide effective support across all of our offices.
4. GROWTH: To foster our existing client relations and seek new business.
5. BRAND: To build recognition of LAW COMPANY as First Choice for solutions. 
6. DEVELOPMENT: To develop our rainmaking skills; and key competencies in all our people.
7. CAREER: To have a motivating remuneration policy aligned to recognition and meritocracy.
8. PLANNING: To continually monitor our growth path and release our potential.

It is hereby agreed by all partners involved to adopt the above proposed Statement of Purpose and Core 
Values together with the Strategic Intent referred to in this Business Plan as Mission 2011 together with the 
Measurable Growth Metrics and strategy for its communication, implementation and realization.

Signed:…………………………………………………
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Then, from using this overriding mission statement  as a foundation, a more detailed plan can be developed. 
For example, using the ‘Business Services Department’ of The Law Company. I have detailed this to 
illustrate to you the level of attention and thought you require to put into developing your own plan: 

BUSINESS SERVICES - BUSINESS PLAN 2011 - 2013

1. INTRODUCTION
We are a leading practice operating in Manchester & London – with an intention to be recognised as 
1st Choice for Employment Solutions in ours areas of expertise.

Our Services
Contentious & Non-Contentious Employment Work & Intellectual Property. 
A full list of our specialist areas is at the end of this document.

2. OBJECTIVES
New Clients
Identify & Target XX new clients that will provide fees in excess of £100K.
Identify & Target XX new clients that will provide fees in excess of £50K.

Existing Clients
Cross-sell with other departments to leverage client base.
Review/develop existing clients that provide work and develop further.

Turnover & Profitability 
To achieve: £XM in 2011; £XM in 2012; rising to £XM during 2013.
Maintain / Increase current percentage contribution and profitability levels by x%.

Recruitment & Department
To create an environment facilitating regular merit-based promotion at all levels. 
Identify and recruit 2 capable of generating £150K+ new fee income in first full fiscal year.
Grow Manchester office to supporting 5 partners and fee-earners.
Grow London office to supporting 2 partners and fee-earners.

Brand & Profile
Seminar programs and conference presence as per the schedule below.
Publish articles in legal journals & newspapers.
E/Mailshot regular employment updates to existing clients & prospects.
Improve panel representation with insurance providers.
Consider opportunities that enhance panel representation. 
Develop consistently with Law Company growth strategy.

3. STRATEGY
Sponsoring, Speaking & Attendance at Events & Conferences is a key direction to achieve Business 
Services’ objectives. The points bulleted are supported by the calendar below:
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Sponsoring
By sponsoring Commerce and Industry Group’s annual conference and dinner we are guaranteed 
a minimum of one additional training day when we will be the sole presenter and host. This strategy 
supports our objective to raise our profile with this group through our seminar and training program 
and we intend to apply this model with other targeted prospects.

New Tools
"E-Quality" Utilise new on-line training product targeting HR professionals in equal opportunities 
law. Market at CIPD conference, Harrogate & SOCPO conference, Brighton.
Launch specialist  ‘outsourcing’ group combining disciplines from employment and intellectual 
property  to attract in-house legal & Commerce and Industry  groups. These are Marketing examples 
of how we can re-energise our products and services.

Events
27/01/11 - Employment Update - The Top 20 cases - London
29/02/11 - Employment Update - The Top 20 cases - Manchester
05/03/11 - Hiring & Firing of Senior Executives - London
20/04/11 - Surveillance in and out of the Workplace - Manchester
02/05/11 - Age Discrimination Breakfast Briefing - Manchester
03/06/11 - Age Discrimination Breakfast Briefing - London
24/11/11 - Workplace Behaviour - Manchester
30/11/11 - Workplace Behaviour - London
 
Conferences
CIPD Harrogate in June.  Exhibiting only.
SOCPO Brighton in November. Exhibiting only.
The Lawyer European Summit in Barcelona - November. Speaking.
Commerce and Industry Group Annual Conference and Dinner in November.

Training
Hold 2 events a month from February to April at 
London and Manchester. 

Defined Ideal New Clients to Target via Business Development
1  Educational establishments
2  Local Government
3  Leisure Industry
4  Service Industry
5  Retail/DIY/Supermarkets

Defined Existing Client Candidates to Target via Departmental Cross Selling 
1  First Quench
2  Asda Supermarkets
3  Aldi Supermarkets
4  Norwich Union
5  Peel Holdings
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Defined Target Prospects via Business Development
1  Redrow Plc 
2  Granada Television
3  Princes Limited
4  Adidas
5  Ultraframe 
5  United Utilities
6  European Metal Recycling Limited
7  Bibby Lyon Group Limited
8  British Nuclear Fuels Plc
9  Target Express Holdings Limited

Develop a Database of top 50 companies in the Manchester area. 
Arrange an event with Chamber of Commerce to invite these specific targets.

4. GENERAL 
Focus on our specialist areas as detailed below thus enhancing our reputation towards recognition 
as first choice in our markets.

Non-Contentious Employment Work
Company contract reviews 
Compromise Agreements 
Corporate Support 
Drafting Policies 
Handbook and policy reviews 
Redundancy Programs 
Senior Executive Terminations 

Contentious Employment Work
Advocacy 
Applicant and Respondent 
Central Arbitration Committee 
County Court Injunctions
Discrimination 
Employment Appeal Tribunal 
Employment Tribunal 

Intellectual Property 
Identification (including auditing and monitoring) 
Enforcement (including dispute resolution and litigation) 
Exploitation (including use, management, licensing and transfer) of intellectual property rights, 
including: 
Copyright 
Design Rights 
Patents 
Trademarks and Brands 
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Resources
Harness cross-departmental initiatives to maximize all opportunities and referrals.
Formulate lists to identify and secure potential fee-earners as required to fulfil our objectives.

Equity partners to deliver a minimum of 800 billed hours. Fixed share equity partners to deliver a 
minimum of 1200 billed hours. All other fee earners, subject to secondements, examinations or 
other special circumstances to deliver 1500 recorded hours minimum. 

In terms of fee earner resources we have 11 partners, 16 fee earners and 2 trainees who are split 
between Manchester and London. 

Manchester: Grow the team by 1 per year over the period of this Plan.
London: Grow the team by 2 over the period of this Plan.
Employ centralised support economies by processing in Manchester when possible. 

Succession Planning
Age profile of department already provides adequate succession planning.

Training
Ensure Departmental member is technically competent and commercially astute.
Selected fee earners to attend 1 full day  external course each fiscal year and disseminate the content 
of course to the Department with a 1 hour presentation within 1 month.

I.T. Investment  
Client database. 

4. COMMITMENT TO BUSINESS PLAN
The undersigned partners in the Business Services Department have all had detailed input into this 
Plan and agree with each other and the partnership to do everything within their control to 
implement this Plan.

So, you get the  point – that  the more detailed your objectives are with supporting strategy to ensure that you 
are building a business. Do not follow the template to the letter. Adapt it accordingly so that  you tailor it  to 
your own requirements. Even if you only choose to the first overriding statement – which is the hardest to 
prepare, and can take several weeks of thought – it  will mean that  you become very clear of The What, Why, 
How, Who, When. In this way you become the master of your business and not the slave. It  is also 
duplicatable and scalable which means that the day will arrive when it  will not  require your daily presence. 
Then you have built yourself a business.

Remember, and particularly if you require funding, enlist  the support  of a specialist  to help you develop 
the financial data and forecasting. The above example is of an established business that  is preparing for 
growth, but the information it  contains inspires new recruits as to what  the company stands for, where it  is 
and where it  is going. In this way new recruits and partners do not import  their own agendas. Importantly the 
statement is a charter for The What, Why, How, Who, When – all vitally important  elements to the future 
success of your business and your own future prosperity.
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