


or most jewelry crafters, a business plan is
paperwork demanded by a bank when they need a loan.
By that time, of course, they may have been in busi-
ness for years, and most view the business plan as just
another hoop they have to jump through in order to
get their hands on funding. Conventional wisdom sug-
gests a business plan is useful primarily for explaining
your business 1o others, so if you're a single-person, self-financed

company, creating a business plan would seem to have little point,

But while creating a business plan is
only eritical if you're seeking financing,
writing one can also help the smallest
craft business define its goals and figure
oul how — and if — the business can suc-
coed. “Way belore you go into business,
you need to really understand the mar-
ket, your cash flow, and where you fit in-
to the marketplace,” says Bob Hamlin,
state director of the Small Business Devel-
opment Center at Bryant College in
Smithfield, Rhode Island, “You need to
know all those things before you jump in-
to the business world, If you don’t know
those things ahead of time, you're golng
to have to And those things oul Llater.”

“1 would cerfainly pul together an
outline of what I want to achieve, why 1
thought that goal was a viable business
objective, and how 1 was going lo get
there,” says Fleury Sommers, a gallery
owner and jewelry maker in Houston,
Texas, who in a prior business often ad-
vised \‘q.m'l.p.luic.-. an,'luing venture capi-
tal. “It's a discipline, and by doing that,
you're forced to think through whether

vour concepl is viable.”

That means you should consider ere-
ating a business plan the moment you
decide you want jewelry making to be
something more than a hobby. “There's
a difference between running a busi-
ness for a hobby and running a busi-
ness for profit,” says Hamlin, “A lot of
people go into business because they
love what they're doing, but then
there’s no profit, They need o examine
the business model Lo see how they can
achivve [success).”

Even il you've been in business for
years, a business plan can help vou
identify areas where your business
would benefit from some extra atten-
tion. “At a certain point, | realized that
in order to get o the next step, it was
really going to be necessary to think
everything out and look at [my busi-
ness] from an overall view,” says
Michael David Sturlin of Scottsdale,
Arizona, who created his business plan
after 20 years as a prolessional artist.
“IA business plan| helps vou to realize
more specifically what your goals are
and gives you a longer view of where
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vou ane now and wherne you

wand 1o be. It helped me an-
ticipate newds — in my case it
was financial needs and other
professional services that I'd
never thought about before
— arid it allowed me to check
my progress.”

“For me, one of the most
important things was to start
tor understand what the broak-
even point was,” says Alan
Revere of Revere Academy,
who created a business plan in
1904 i order to gel a beiter
handle on the future of his
school, pmbll.-hm,-_ and jewel-
ry manulactunng biisinessas
“The botiom line is that [ start-
ed 1o understand the numibsens
a lot better, 1 was able to look
at (he important numbers and
it became really clear what |
necded o dot

Your business isn'l auto-
matically doomed 10 failure if
you don’t create a written
plan, of course, but having one
can help you avold mistakies,
anticipate pldllum\. and stay
focused on your goals. Al-

hampe.™

though many small jewelry
businesses have succeeded
without a business plan, it's
pussible they could have boen
successful faster if the owner
had dope a business plan to
help plot bis or ber course

“Without a destination, any
route ks okay,” observes Ham-
lin. “"The way you get there
may be the most efficient or the least efficient. Bul in buosiness,
time s money, so i it takes you a longer time, the chanoes are
yurur business won't be as profitable as it could be.”

w.&]’ IS A BUSINESS FLANT A business plan s

essentially a communications tool, It is normally a writhen
document that lays out essential elements of any small busi.
ness, including marketing and financial nrmation. Most
i irsess |1L|m. include a vision slatemwenl, a coms

courtesy the Revere Acadenvy.

rmissh
¢ strategy, @ market analy-

i\.'ll'l!. aVEerview, a I'I't‘d'.ll.'l OF T
sts, a marketing plan, and a financial plan

Following this general format can be helpiul, even il vou
don’t expect to take your plan to a bank. “There may be ancas
that are obviously not relevant o vou, but it’s a really good
way bo start — and gosh, i casier 1o edit than dicam up cats
c-g.'inp-\ yourself,” says Sommers. “And the format certainky

covers all the bases.™

More important than the final product, though, is the
process of creating a business plan, because that process
helps you think through all the many aspects of being in
business. Especially for a craftsperson without a business
background, this exercise can be invaluable

*|Daving the busingss plan] made me approach things that

AMan Revere found that the business plan he devised six pears
ago helped him “underitand the numbers better.” Clockwise
fram sbove: The Revere Academy in San Franchco, twe rings
created by academy studenis, and a caw in session. Photos

I design both aesthetically
and practically,” sayvs Sturlin
“Now, when | design with
stones | havee on hand, [ think
the design a lot further
through. Although 1 don’t do
final rr]'nlrnllg\_] niorw ik
i terms of what the materi-
als are going to cost, how
much time 'm going 1o Lake,
and that allows me to come
up with an idea of what the
pivce is going to sell for, and
make sure all of those fit to-
gether in a well-balanced for-
mitla. Befo
and tried o
afterwards.”

“The most helpful part
aboul [doing a] business plan
for a Jone- or two person]
company is the diligenoe and
structure o solidify the per-
son’s thinking,” says Joel
Peck of Jood Peck and Associ-
ates, a New York CPA firm
that often works with jewelry
companies, “Even il il goes
nowhere outside their four
lu'.'l“,\, the prodess l!-,«‘ll i
u il, First
where and how they want o
focus thelr efforts, the
strengths and weaknesses of
their oven business, whao their
market is, and who thelr
competitors are ”

Becausa it is this process
and not the appearance of
the final document that mat-
ters, il is perlectly acceplable
s traditional formats altogether if that's easier for

-

o | fust made It
wre all that oul

thiey  learn

oy g
you, especially il you don't intend to use the docume
ply for a loan or other linancing. “1 don't think the formal &
as important as the content,” says Craig Bileadeau of San-
ri, Kimball & MoNamee LLEP in Providence, Rhode 1s-
and. “[The key thing ks that] a business plan sets oul the
game plan — both long and short term — and establishes
goals and respurces.”

I creating a formal business plan scems oo overwhelm-
ing, start by writing down your thoughts in a leose-leal note-
book divided into sections. [See sidebar 20 Questions for one
way o get started ) °1 think [doing a business plan)] is daunt-
tigt, bl when vou break down the task into a serles of mod-
ules, it becomes much more do-able.” says Sommiers. “They
don’t need (o be elaborate. A lot of people think it has to be
W pages with dividers, and it really dowsn’t need o be™

But while there’s ne need to stick to a formal format, there
are a fow ancas vour plan shiuld be certain o addoess, in-
cluding marketing your product and how' you're going to
keep your business afloat financially

Marketing is perhaps one of the first areas to consider
*You can have great s, but vou have to sell your product
sometime [in order to succeed L™ savs Hamline That means
considor ng every I‘|1||1£ from wha 1.--1|t: \uﬂn',u-lﬂur\ are o
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how you're going to reach your custonmes

“Until you know who your market is and who your com-
|'||:|1'lnr: are, you don't know what you're up against,” says
Peck. “By kmowing vour market, you'll know how price sen-
sitive vour market is, and by knowing competitors you'll
know what parameters have been established.”

While on the subject of marketing, you'll also wani to
think about how you want to present yourself through
brochures, media kits, and photographs, and what it'll take
in terms of time, money, and outside help 1o accomplish
those goals, Sturlin, for example, included an entire section
on presentation and marketing in his business plan, as well
as separate sections on promoting himself through maga-
rines and determining which jewelry contests to enter.
“That's some of the most time-consuming [things | do], and
they all involve writing something or doing something
quite removed form jewelry,” says Sturlin, But if he wants
to develop widespread name recognition, it's an invest-

“Oine of the biggest surprises was the cost of advertising,”
says Sharon Ziemek, who created a business plan belore
opening her retail jewelry store GoldStone in Stratham, New
Hampshire, in 1996, Thanks to the business plan, the surprise
came before the store opened, when there was still time to
prepare for it, rather than afterward. “[The business plan]
miant there were fewer surprises of the kind that are likely
to close the business within the first year.” Ziemck says

You'll alsa want to give a little thought to how you're go-
ing to pay the bills. While that question might seem to have
an obvious answer — you're going to sell pieces and use the
money to pay the bills — cash flow is actually a good deal
more complicated. Most suppliers are reluctant o advance
credit 1o a new business, so you'll have to pay for your mate-
rials up front. But you won't receive payment until the piece
is sold, which could be woeks or months later, Determining
how you'll km."_p pn)duflmh going betore you establish a
steady flow of Income s critical to surviving your first few

ment that's absolutely necessary.

mnths

The most important step for creating a
business plan is simply to commit your
sell to doing it. Once you do that, you'll
find there’s lots of help avallable that will

| allow you to create a businoss plan wor
thy of an MBA, much of it affared for Nt-
tie or no charge.

A good first stop ls your lecal library.
Dozens of articles and books have been
published olforing suggestions for creat-
Ing & successhul business plan, and your
reforence librarinn can help you find a
stack of reading material. Once you're
ready to starl, the librarian can also help
you locate govemment statistics and oth-
o Infermation you'll need to develop the
marketing and Mnanclal section of your

H you'd rather got started without
leaving the comfort of your home, thom's
plenty of information available via the in-
temet. A good first stop here is the Small
Business Administration Webk site
(www. sba.gov). Here you'll find an on-
line psk-the-expert feature, contact infor
mation for your local SCORE office or
Small Business Development Center, and
a business plan outling and worksheot.

Small Busi Davel t Centers
are found nationwide, and offer a number
ol frea services to help small businesses
Eet off the ground. “Our role is to supply
technical assistance,” says Hamlin,
whose conter has boon called upon to do
everything from providing business plan
woutlines to teaching entreprencurs aboot
cash flow. Many centers offer closses as

brary at www.bizoffice.com/library/li-
brary.himi. This site includes several
good articles on business plans, includ-
ing a checkiist, & “how to” section with a
sample business plan and guestions to
ot you started, and a business plan out-
line. (Look in the “card catalog™ under
“A-C.")

Once you feal you might be ready to
got started, click your way aver to
www.miniplan.com, This site allows you
to actually write a short business plan
online, an excellent way to learm about
the dilerent segments of a full business
plan, and a good woy to gel started. In
addition, the site’s sponsor, Bplan.com,
offers information for start-ups, an ask-
tho-expert foature, other interactive busl-
ness planning tools, sample business and
marketing plans, and Information for find-
Ing consultants and other experts.,

Another good way to get started on
developing » business plan s to take a
class offered by a local community col-
lego or university. Alan Revere says the
16-weok course he ook at the San Fran-
cisco Renaissance Entreprencurship Cen-
ter, & it helpod

him create an entire business
NS

plan for minimal cost.
“We mat twe avenings a
week for three hours,
®0 It was a big com-
mitmont, but It cost
about $2 an howr,”
says Revere. "Thoy

led us through the en-

well. In addition, the services provided by
Small Business Development Canters are
free.

Foi more reading materlal, try the on-
line Small and Home Basod Business Li-

tire pr so ot the
and we had really
completed [a busi-
ness plan] in class.™
A good source of

information useful in evaluating your com-
pany's potential s pablicly held compa-
nies in your markel, suggests Sommers.
“A good place to start in pulling together
a plan and places where you can find
good, solld market information, is to iden-
tify public companles that are doing simi-
lar things or are In the samo market, and
get coples of all thelr financial material,”
she says. The invostors relntions depart-
ment can help you with annual reports
and similar documents, all of which are
requied by law to be mada avallable to
the public.

Once you've created your business
plan, the exports recommend that you re-
visit It and update it annually. But even if
you don't undertake a formal effort, just
an occaslonal look can help remind you
whaere you wanted te be. “[Reviewing the
business pian] allows me to recognire
achievements that I've made and some
progress towards my goals,” says Sturlin,
“Sometimes energy expended in a cer-
tain direction may not seem to be yleld:
Ing mueh retum, It's like having a bunch
of tomato plants and none have decided
to bear much fuit yet. By looking at the
plan, you can start to see you ane sccom-
plishing something.” —SW




You should also take a few moments to consider what
steps you'll take to collect overdue payments. “Not collecting
money aggressively will stop you before you starl,” says
Peck. “It’s probably the single langest reason businesses don't
make it, especially when you consider that someone starting
oul new doesn’t have an extraondinary credit rating and fsn't
being given a large amount of credit. The craftsperson is just
thrilled o have the piece sold and will accept the money
whenever and however they can get il, bul suppiiers don’t
care; they want their money now.”

You'll no doubt find the marketing and finance sections of
your plan will overlap frequently. "To sell something, you're
probably going to have an advertising expense. I that ex-
pense is not reflected in the financial portion, [there’s a prob-
lem],” says Hamlin, “If you say you're going to use dinect
mall, but you haven't accounted for the cost of printing, the
cost of mailing. the cost of design, etc, it's not going, to hap-
pen.” And odds are, your predicted success won't matenial-
ize, elther

)i i el o o i

BO Quostions ,

One of the reasons poople don't write businoss

plans is that they find the volume of information they
need to complle Intimidating. As a warm-up exercise,
Joel Peck of Joel Peck and Assoclates, a New York
CPA firm that often works with jewelry companies,
suggests answorlng the following 20 questions,
which will form the foundation of a business plan and
got you thinking about the big plcture,

1. What type of business do you have?

2. 'Whot is the purpose of this business?

3. What is the key message of phrase to
describe your business? Keep this to
ono senlenco,

4. What is the reason for starting your own
business?

5. What is your product or service?

6. Can you list three unique benefits of
your product?

7. Do you have datasheels, brochures, diagrams,
skotches, photographs, press releases, or
other documentation about your product,/sorvico?

B. What is the product application?

9. What led you to develop your product?

10. I this preduct or servico used In connection
with other products?

11, List the top three objections ta buylng your
products,/service immediately.

12. When will your product be avallable?

13. Who is your target audience?

14. Who Is your competition?

15. How s your product differentiated from
that of your competition?

16. What is the price tag of your product
vorsus your compatition?

17. Are you making any special offers?

18, What plans do you have for advortising
and promotions?

19, How will you finance company growth?

20. Do you have the management team needed
to achieve your goals? —SW

Another area where marketing and financial planning
overlap ks pricing — which Is also the arca where jewelry
companics most commonly fail, says Hamlin. A business
plan can help address those potential problems right at the
starting block. "[The business plan] requires understanding
the real cost per unit, the cost of raw materials, the cost of
time and labor, the cost of marketing. All those have to be
calculated into the final selling price of the product, and if
you don't know' that, you can be selling your product and
losing money on every unit sold.” he says.

If the price you come up with is higher than what your
marketing research suggests vou can sell it for, you may
want o reconsider your business goals. "It boils down o un-
derstanding what it takes to manufacture that type of prod-
uct,” says Hamlin. “If someone else is selling that product for
less than you can produce it, then maybe yvou don’t want to
be selling that product.”

S"!PS TO SUCCESS. Many craftspeople dream of
the artistic freedom that comes with being their own boss.
But the reality is that most will fall, no matter how great the
idea or how talented the founder. “Around here | see busi-
nes<es open and close so frequently it's ridiculous,”™ says
Ziemek. "They didn’t think it through, just opened a store. A
business plan prevents you from underestimating what
you're getting into.”

“When you're running on a very thin margin, you can't
afford surprises. There are very few good surprises, and a
host of horrible ones,” says Peck. “Unless a person has a clear
understanding of where they wanl to position their business,
they become guilty of a “ready, fire, aim," approach. That way
of operating business is very expensive, especially for a busi-
ness operating with thin capital.”

So why doesn’t everyone create a business plan? There ane
as many excuses as theme ane entreprencurs, ranging from not
having time to being confident you don’t really need one. But
perhaps the biggest hurdle for cralispeople is simply making
the mental adjustment of thinking of themselves as busines-
poople as well as artists.

“AL first | was a litthe resistant to doing a ‘Dusiness plan®
because it just sounded too businesslike,” says Sturlin. "So |
tried to avoid using that term. 1 knew if 1 talked to my friend
the banker, he would ask to see it, and looking at my few
scribbled odds and ends, he'd think I'm still the flaky artist,
not the profiessional businessporson.”

But as Peck observes, no one is going to grade your busi-
ness plan. “At the smallest company level, the business plan
ix done for the benefit of the owners only,” he says. “No one
is going to look down their nose at iL It's not about getting it
right, it’s about going through the process.”

Muost importantly, it's aboul being financially successful
doing what you love. “You have to have passion,” says Ham-
lin. “You have 1o love what you're doing. But you also have
to focus on your business and treat it like a business. Some-
times there's a mismaotch of skills between someone who can
design and someons who can sell. The business plan is the
bridge to get them from one side of the

business into the other.™ # So_. i
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