STEPPING UP SUMMARY

e March 2010 e Issue 6

PLANNING: Making it work for you

Whatis it exactly?

e Theartof planning is to define where you are going
specifically, how you are going to get there and who is going
to help you along the way. Itis turning your aims into action.
Aims are useless without action.

e Agood planis both aroute map and areference point. Asa
route map itis specific about what action should be taken by
when (your milestones) so that you know whether you are
goingintherightdirection. As areference point, the plan
allows you to assess whether you have made a difference by
doing what you said you would —it provides a check for
monitoring and evaluating your progress, and changing
things ifyou need to.

“The secret of getting ahead is getting started. The secret of
getting started is breaking your complex overwhelming tasks
into small manageable ones then starting on the firstone.”
Mark Twain

Why does it help?

Aplan helpsyou

e know if you are there yet, and recognise it when you are

e know if you have taken a wrong turn —or found a better route

o tell others what they are meantto do to help and helps them
understand how they fit into the overall picture

e prioritise —are you doing something that will help you get
there and if not why are you doing it?

e tell your story to others — if you know where you are going,
and how you are going to get there, itis so much easier to
share with others

Key principles
Planning a project

Never overcomplicate your project plan. There are five key
elements

A) Define the objectives

Make sure you are each clear on what you are trying to achieve
asagroup.

When you define your objectives, make sure that if you achieve
all ofthem you will have completed your project successfully.

Make sure your objectives meet the smart rules - specific,
measurable, achievable, realistic, timed.

For more on smart objectives visit the planning Stepping Up
Guide on www.glossteppingup.org
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B) Create an action plan.

Define what needs to be done in orderto achieve the
objectives. Break this into sensible chunks and agree what will
be done by whom and by when. Fix your key milestones.

Agree in what order the tasks need to be done, if one needs to
come before another....and which tasks are linked (you can’t
allocate the goods and deliver them to the right people if you
haven’'tboughtthemfirst....)

Make sure that when you allocate tasks, people have the
capacity (enough time) and capability (the right skills) to
achieve them and have any other supportthey need.

Make sure everyone is clear what they are responsible for, how
that fits with the whole and who they report to. Make sure there
is only one person ultimately in charge (the project leader).

Ifyou need cash, or any other funding for any of your project,
prepare a budget planin line with your action plan. Make it clear
what cost s allocated to which part of the action and who is
responsible for managing and reporting on the spend

C) Make actions that are linked clear and publish these
inter-dependencies

Make any actions that are dependent on others very clear e.g.
you can’t paintwalls if you haven’t builtthemyet... Ensure this is
clear notjustto those who are responsible for doing the work but
allthose involved and who may be affected ifthere is a problem.

D) Agree and make clear key milestones

There are always some critical points or times in your project
which if you miss will mean that it puts your projectin jeopardy.
These are your key milestones. Recognise what these are
upfront and build your action plan around them.

This could be a deadline for a fund bid, atime by which you
must provide services, or a point after which you will not have
people available to do the work.

E) Monitor action against your plan regularly and assess
risks

Review your plan regularly. Use your judgement. Are you
delivering against your plan? If not, why not and how can you
getbackontrack?

Willaslipintime or budget matter at this point, orifan actionis
implemented differently to the original plan willit make areal
difference? Ifit does, how willyou adjust to fixthe problem? Isita
better way of doing things? Can you apply the learning elsewhere?
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Brainstorm regularly (each project team meeting?) which parts
of your plan are most likely to go wrong, and how important it
will beifitdoes. Ifitis very important (high impact), and very
likely, brainstorm what you can do tofixitif ithappens. This is
your risk assessment.

Good communication is essential to running a project well.
Don’t over communicate —too much is as bad as too little
(people stop listening)

Make sure you do tell the right people the right things at the
righttime. Update your plans to reflect any changes and make
sure everyone who needs to know is aware of the implications.

Planning to present to potential funders

There are many ways to present your organisation to funders
and many demands from them as to how and in what format
you do so. The ‘balanced scorecard’ could help you to break
your plans into four key pieces, help you to ensure you have
thought through each properly and having done so build a
coherent story for each piece that will go along way to
persuading funders of the worth of your organisation. It allows
youtolook at your plan

a) now — as your organisation stands;

b) soon - a date to be picked as appropriate by you e.g. ayear
(or shorter) if your organisation is changing rapidly orin crisis,
orthree years if your organisation is very stable and

c) later - your vision for the long term; where are you really
tryingto getto?

The four components on the scorecard are:

BUSINESS MODEL ORGANISATIONAL DEVELOPMENT
LATER
SO0N
HOW
FINANCIAL RETURN SOCIAL RETURN

The Business Model

What products are you making or service are you offering and
who are you offering these to (who are your customers and/or
beneficiaries)? What are your pricing policies? Who are your
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competitors and what are you offering in comparison to
(above) them? Whatiis in place to make your organisation
known to the right people?

Organisational Development

What kind of organisational structure do you have, how many
people, what kinds of skills, how many volunteers, what does
your management committee look like, what kind of quality
systems are in place, partnerships? What kind of premises do
you have? How will these need to change?

The Financial Return

What is your turnover, what proportion is earned income for
which part of your product or service, what other funding can
be allocated, what assets or reserves do you have? Whatis
your prediction for this over the soon and later time periods?

The Social Return

Whatis the benefit that will result, for whom? Clarify this in terms
of your expected outcome of what you are doing and what
impact will this have on which problem (social, economic,
environmental, or cultural) you are addressing? What
difference will it make for the beneficiaries themselves? Have
you/ can you look at social return on investment?

Find the balanced scorecard and a checklist of hints and tips
within the planning Stepping Up Guide on
www.glossteppingup.org or on www.communityst.co.uk

Planning a new part of your organisation

Are you finding funds tight? Looking for new ways to generate
revenue? Finding that your organisation needs torefocusina
different way?

The Business Ideas Generation (B.l.G.) framework that the
Development Trust Association has created may be able to help.

The framework has been designed to help those who
@ Don’'thave anideayet

@ Have several ideas, but can’t choose which one to
concentrate on

® Have agood idea but want to strengthen it

® Have anidea butare not sure whether itis a business
® Are notsureifanidea suits

® Have avagueidea and wantto develop it

Visit www.communityst.co.uk to download the full
framework, or find it within the planning Stepping Up Guide on
www.glossteppingup.org
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Dos and don’ts

e Plans should never be static —use them. Ifthey don’t help,
they are the wrong plan. Change or update them.

e Communicate the plan to everyone who needs to know.
Understanding the part you are playing in the whole is a great
motivator.

e Agreementis notthe same as commitment. Make sure you
have the right people doing the right jobs and that they are
fully on board.

e You will never get where you wantto go, if you haven't clearly
defined where that is first

e And defineitin enough detail. You can ‘help people’in many
different and contradictory ways.

e Don’tkid yourself-if what you are doing doesn’t help you get
where you are going, don’tdoiit.

e Aplanis worthless with no action. Action is at least 80% of
achieving something.

e All action with no plan wastes effort and resources. Teams
can work against each other, while all trying to do good
things.

e Aplanis even more critical if you are working with, or across,
other organisations.

e Berealistic—don’t set yourself up tofail. Aim high, but know
how you can getthere.

e Don’tdevelop aplaninisolation —make sure all the key
players are involved in the process.

e Andthatthey understand it whenitis written down. Don’tuse
complicated software when a piece of paper and pencil will
do.

e If you need to change direction, make sure you remember
why you were doing what you were doing in the first place -
whatis importantis that you make the difference, not that you
follow an action list.
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The next steps

Go to www.communityst.co.uk for access to the balanced
scorecard or B.I.G. materials

If you would like help with your planning processes, contact
jane.grindey@co-operativefutures.coop.
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Business Ideas Generation — B.1.G.

Is the gap in the market & is a market in the gap?

This materials are for those who:
- Don't have an idea yet
Have several ideas but can't choose which one to concentrate on
Have a good idea but want to strengthen it
Have an idea but are not sure whether it's a business
Are not sure if an idea suits
Have a vague idea & want to develop it

Good Ideas Don't Come Out of nowhere... you have to work on them

Always remember that...

you too can have a great business idea, you have to find time to
practice.

you are never too old or young— Colonel Saunders didn't think of KFC
until her was 60 & Richard Branson started his first business when he
was 17.

Keep your eyes open & thinking about opportunities

Where do you start?

Got no ideas?

Looking for more ideas?

Looking for better ideas? — go from 'things can make money ' to 'Problems
Mean Opportunities'

Want to make your existing idea better? — go to 'Expanding your idea’
Want to check out your existing ideas — go to 'Is your Idea a Business?'

Things make Money
What things do you have?

E.g. Our Resource — unwanted clothes
Things other organisations/businesses have?






Things can make money

Combine with other
things? — make life-sized
dolls, as scarecrow, tents

Alter - size, colour, shape?
Tie dye, dye & remodel,
make trousers, shorts,
coats, jackets

Package differently?
Sell big vests as dresses,
thick socks as slippers

Resource
E.g.
unwanted

clothes

N\

Use as a substitute
for?

- Padding for cushions
Kites, dust covers, rope
blankets

Use to provide a service?
Rent a scarecrow

Fancy dress

Hire, swop shop

Children - play kit
Actors — theatre
costumes

Use for other people?

Recycle or re-use?
Make rugs, paper
Patchwork quilts

Use bits or parts?

As wrapping paper
Make dusters, buttons,
zZips, belts, and laces






Things can make money - Your Ideas

Choose your resource — fill in the circle then use the prompt questions to think
of as many ideas as you can write these in the boxes

Combine with other
things?

Use as a substitute

Alter - size, colour, shape? for?

Package differently? Your

. - an
Resource Useto pI‘OVIde aservice:

Recycle or re-use?

Use for other people?

Use bits or parts?






Skills mean business

What service?

Cook relief service
Special diet recipe service
Board room lunches

What service?

Cookery classes
Weddina caterina

Cooking for one recipes

»
L
Which bysinesses? Which people?
Restauran Older & single people
Guesthouses People who can't cookvell
Solicitors Busy couples/familie
AN //
For busi}aises For pe(}z{e
» +
Providing a service/
skt C__ Cookina
/ Making things \
For bu%ess for people \
Z AN
/ AN
Which busingsses? Which people”
Hotels Vegetarians
Sweetshops Diabetics
Whole food Cafes Children
/ AN
/ N\
AN

What products?
Freezer meals

Hand made chocolates
Wholemeal shortbread

What products?
Vegetarian meals
Sugarless cake
Gingerbread people






Skills means business-Your Ideas

Take one of your skills write it in the circle & use the questions to think of
different ways you can use that skill & the different people & organisations for

whom you can use it

What services? What services?
Which businesses? Which people?

[ For businesses For people ’

[ Providing a service ’

Your Skill C )

[ Making things ’
[ For businesses For People ’
Which businesses? Which people?
What Products? What products?






People Want Things

Breakdown
service for

cveliste

Clipon
umbrella

Not easy to use?
Tyre repair kits

Want but doesn't
exist?
Something to

keep head dry

Interest Group

CYCLI STS

Trade in

handlebar
renlacement

Out of date?
Dropped
Handlebars

Seen but can't
find

Purple coloured
cycling shorts

It's too
expensive?
Mountain Bikes

enough?

rust in the rain

Quality not good

Panniers handles

Dye existing
shorts

Hire service for
Mountain bikes

Plastic covered

panniers
handleg






People Want Things — Your Ideas

Choose your interest group — write it in the circle & then use the prompt

guestions to think of ideas

Not easy to use? Want but doesn't
exist?

Out of date?

Your Interest

Group
Seen but can't It's too Quality not good
find expensive? enough?






Problems Mean Opportunities

Cycle,
train, bus,
taxi

Video on traffic lights
apologising

traffic cones

CD player inc. radio

Car queue
sitting service

Substitute?
Use other ways of
travelling

Shift the focus of
attention?
Entertain the driver

Outrageous suggestions?
Leave the car in the queue

Reduce Problem?
Have less cars

Share cars

Problem

Traffic Jams

Make it better?
Reduce the stress

Look at it from
another point of
view?

residents

They can make
money-washing
cars while you wait

Make it
unnecessary?
Don't travel

Work or shop
near home

Car phones —
hands free

Random word
association? *
Plants grow

Roads grow — extra
lanes provided at peak
hours

* for this use a dictionary/yellow pages choose any word. Then let your mind wander from
that word to solutions to the problem





Problems Mean Opportunities — Your ideas

Choose a problem — write it in the circle & then use the questions to help you

think of ideas

Substitute? Shift the focus of Outrageous
attention? suggestions?
Reduce Problem Make it better?
Problem
Look at it from Make it Random word
another point of unnecessary? association?
view?
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Expanding Your Idea
Want to make your existing idea better?

. Products
-Novelty business logo

cakes

-Special diet cakes for
cafes

-Make cake decorations

Products

-Cake delivery
service for cake

shops

-Diet advisory Services
service for

caterers

«Equipment hiring

service

Services

-Agent for
corporate cakes
«Wholesaler for

cake packaging
-Distribute training
videos to the

catering industry

Selling for
others

Selling for
others

For people For businesses
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Expanding Your Idea

Want to make your existing idea better?
Use the bow below to explore all the
different options

Products Products
Services
Services
Selling for
others Selling for
others
For people For businesses





Checking Out Your Idea
Is your idea a business?

There are 4 key points to consider

Do you want to do this?

Is there a market for you idea?

Can you provide what the customer wants?
Can you get your idea to the customer?

Do you want to do this?

Is this idea something you really want to work at?

Do you want to deal with the sort of people who will be customers?

Do you have the health, energy & personality to carry out this idea?
Can you cope with the long hours, few, if any holidays etc that might be
associated with this idea?

Would you give up things that are important to you to make a successful
business from this idea?

Have you got appropriate backing to go ahead?

Is this idea more important to you than any other your working on at the
moment?

Is there a market for your idea?

Do you know who your customers will be?
Will they pay for your product or service?
Do you think there are lots of customers for your idea?
Roughly how many?
Do you know who your competitors are?
Roughly how many are there?
Will people use your product or service rather than your competitors?
Do you think you'll be able to get more customers in the future?
Can you think of 3 advantages you have over your competitors?
1.
2.
3.
Can you prevent other people copying your idea?

Can you provide what the customer wants?

Have you got or could you getthe skills to produce your product or service?
Can you make or, provide the amount & quality of products or level of service
that the customer wants?
Do you know how much you could charge for your product or service?

How much?
If you need people to help you provide your product or service do you know
anyone who could?
Do you know approx. how much money you need to start up your business?
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How much?
Do you know how much you will need to run your business for the first year?
How much?
Have you got the money to start up & run your business?
How much do you still need?
Where will you get it from?

Can you get the idea to the customer?

Do you know how your customer buys this product or service?
Is there a special publication that your customers read?
Do you know any agents or distributors who sell to your customers at
present?
Who are they?
Do you know any outlets or organisations with which your customers deal at
present?
Where are they?
Will these outlets or organisations promote your idea?
Can you get the names & addresses of a large number of your customers?
How many roughly?
Do you have several customers who have already said they will buy from
you?
How many?

If some of these questions don't yet have an answer yet, time to do some
homework!
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