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5分钟摘要



「一页」代表沟通有效率、有重点

事业计划书不必以长取胜，其实只要区区一页，就足以把你对公司未来远景的想法和做法和所有人沟通清楚。准备事业计划书最重要的一件事，就是清楚说明你的想法，这样公司员工、合作伙伴、供货商、甚至是客户，都会想与你合作，不会与你对抗。

一份好的事业计划书，是在经过深思熟虑后，能简明扼要地回答下列五项具体的问题：

[image: no64]


那些打算花上半年时间精心雕琢一份长篇大论事业计划书的人多半认为，把浩瀚的事业计划书浓缩在一张纸上是不可能的梦想。但老实说，传统的事业计划书根本很少派上用场，长篇累牍的计划书唯一的作用，只是让人对当事者花了相当多的心思和功夫留下深刻印象，却看不到这样的计划书对日常营运有什么实际的帮助。相反地，一页事业计划书，一针见血地说明公司要朝哪个方向发展，不管是银行家、董事会、有意合作的伙伴，或是有可能受雇于你的员工，人人都能轻松懂得你的想法。

简言之，一页事业计划书能够行得通是基于以下几点原因：


	把复杂的主题（事业计划），用简单的方式让大家了解后续将如何发展。

	只着墨在真正重要的事项，不谈事业计划书描述的远景有多伟大。

	内容简单易懂。

	可以适用各种需要，不但可以通过事业计划书与员工沟通，也可以用来游说银行家与金主投资。

	说法一致，读到这份事业计划书的每个人都能获得相同的讯息。

	内容很有弹性，所以能够随时更新，让他人知道自己最新的想法，大家不会在上头看到你六个月前的旧念头。

	随时能够扩增内容，譬如加进预算书或是其它参考数据。

	用词浅显易懂，不采用会计师或商业专家才看得懂的专业术语。

	着重追求实现结果，不把大把时间浪费在规划作业上。

	能够实时强调、观察及追踪每一项重要目标，不致产生重大的延误。

	能够当作很棒的管理训练教材。

	让公司的每一位成员都清楚公司的现况，不必臆测任何项目的状况。

	让每个人手中都握有一份地图，知道该如何为公司效力，增加公司的价值。





事业计划书　愿景宣言　
英文



主要观念

好的企业愿景宣言，能够清楚说明你的经营理念，并激起大家的热情。好的企业愿景宣言是宏观的，充满伟大的理想，让大家看得见各种可能性，而且是以令人印象深刻的方式来描绘你的梦想。

支持概念

一页事业计划书中的企业愿景，并不想导引阅读人花脑筋去分析思考，在这个部分你应该具体描绘你的雄心壮志，想要建立什么样的企业。所以这部分的描述必须充满热情，让每个人读后都热血沸腾，因为你的梦想有无限可能而受到鼓舞、启发。

好的愿景宣言必须具备下列几项特点：


	气度恢宏、有理想——只讨论「可以成为什么」，而不拘泥非要有精确的数据或事证才行。

	内容引人入胜——因为计划书会勾动阅读者的情绪，让人感同身受。

	像一幅栩栩如生的图画，充满活泼生动的想象。

	能扩大你的事业空间。

	把你对公司的热情和投入传达出去。

	能用激发热情的方式，邀请阅读者一起思考种种可能性。

	不是一成不变——随时序推进，经营概念变得更加明确，或是扩大未来的愿景时，计划书也会随之演变。



以下是令人印象深刻的愿景宣言范例：


	我们要使「巅峰电子公司」变成西岸顶尖的工业制程控制公司，为了达到这个地位，我们必须在往后五年内，扩大现有的制造业务，提供附加价值更高的工程顾问服务、作业现场服务及整体工程顾问服务，让营收提高到2，000万美元。

	在往后三年内，我们要让「治疗药草公司」成为一家专门制造营销高级整形外科非处方用药的公司，供应各类治疗师的用药；年营业额达到500万美元。

	在未来三年内，「苏黎世观景窗公司」要成为一家年营业额5，000万美元的家庭用品公司，专门制造、销售观景窗和天窗。

	总部设在洛杉矶的「地球科技」将发展成为全球知名的企业，因为我们：
	承诺要与大家分享地球资源

	提供多种创新的产品

	采取富教育意义且内容丰富的营销计划

	顾客导向，服务亲切







「地球科技」将深耕本地区；我们充满艺术气息的办公室广受顾客好评，旗下积极主动的员工将为顾客提供超优质的服务，整个洛杉矶地区都是我们服务贡献的范围。我们将不断提供能够展现大自然丰富多样之美的优质产品。

如何拟定愿景宣言：

1．拿出一张白纸，并写下以下各项问题的答案：


	你希望公司或组织以什么著称？你在组织中适合担任什么角色？

	公司的业务和顾客在哪里？

	你想要吸引哪种类型的顾客、策略伙伴、顾问与合作对象？

	如果你是一家新创立的公司，你打算何时成立？

	你为什么要成立或扩张这项事业？你与别家公司的主要差异在哪里？

	公司要如何筹措资金？

	你打算将来要如何与员工、顾客、供货商及合伙人互动？

	你对于即将投入的这个行业抱持着什么样的信念？这些信念又会对你的业务产生什么影响？

	针对下列事项，各举出三项主要特点：
	公司的产品或服务

	最理想的潜在顾客或客户

	你想从事的业务类型







2．试着草拟一份愿景宣言：把下面这段宣言的空格，填上自己的想法。

「在未来年_____内，__________公司将要成长为一家地方性/区域性/全国性/国际性的企业，年营业额要达到_____美元，我们的_______________产品是专门提供给__________使用的。」

3．接下来，用你自己的话把上面那份愿景草稿重新誊写一遍，并把步骤1所写下的想法和概念，融入这份草稿中。

4．现在请你抛开所有的束缚，痛痛快快写下一份热情洋溢的愿景宣言。

5．把写好的草稿拿给自己向来敬重的人过目，请他们指正，花几天时间思索他们的建议，然后试着把他们的意见纳入你的愿景宣言。

6．继续用自己的语言及风格重新改写愿景宣言，直到内容完全符合你真正的想法时为止。


关键思维

「我们之所以要拟定事业计划书，最重要的原因是，不管公司的规模大小，你都必须厘清自己的想法。」

贺兰

「制作事业计划书往往会显露出计划人专业能力最好及最坏的一面，因为计划的过程会激发所有人以创意分析思考、解决问题、进行沟通、跨部门意见分享与团队合作；相对地，计划书也会产生因循拖延、挫折、意见相左，甚或令人愤怒的情绪。这并不是一个平和的过程，可是一旦完成事业计划书的设计与撰写，这个过程会变得很有价值，也让人觉得有成就感。」

贺兰





事业计划书　使命宣言　
英文



主要观念

以简短醒目的用语说明公司使命，同时直接说明为什么顾客愿意花钱购买你们的产品或服务。这正是公司对顾客与所有利害关系人所做的承诺。

支持概念

好的使命宣言，可以充分解说公司的志向和目标，想要为自己和顾客做些什么。成功的企业多半能够兼顾公司与顾客的需求，除非能让这两者取得微妙的平衡，否则很难吸引并留住足够的顾客，维持长期营运。

阐述使命宣言时，应注意下列几件事：


	非关金钱——重点在公司要提供什么给顾客。

	能够反映企业主的热情与承诺——这样当企业遭遇暂时的挫折时，才会有继续奋战的力量。

	简明扼要——如此，阅读计划书的人才能够立刻了解宣言的重点。设计良好的使命宣言能够直指问题核心，不堆砌赘饰，让别人抓不到重点。

	向大家说明公司能够成功的理由。

	我们是一家视听艺术公司，能够帮助人们把创意实现在大银幕上！

	本公司聘请了一流人才帮助贵公司打造成功事业。

	通过我们公司充满创意的窗户设计，把阳光、空气和大自然的优美景致带到各位的家中。

	本公司提供专业用的创业工具，让创业变得简单，一点都不麻烦。

	北岸创业家协会的宗旨是，提供会员网络连结、支持，以及连结工具和资源，协助育成新创事业及成功的企业领袖，以便对更广大的小区发挥正面的影响。

	AFL的使命是，帮助大家做好财务安全规划。我们提供妥善的财务规划，即使亡故、生病、失能或是亲密伙伴离世时，仍能让客户感到安心。此外，AFL也提供退休后的长期财务资源。

	本公司矢志以诚信和保密为顾客拟定契约。

	本公司为不断成长的企业提供「一次购足」办公设备的采购服务，以及专业顾问和事业规划服务。

	UPS提供快捷的服务。

	本公司把日式风味送到您府上。

	只需1小时，「眼镜大师」就能帮您看得更清楚。

	本公司能帮您有个精力充沛的早晨，并尽情体验生命。



要如何拟定好的「使命宣言」，可参考下列做法：


	把下列各项问题的答案，写在白纸上：
	公司究竟能够提供什么产品或服务？

	公司与竞争对手的差别在哪里？

	公司属意的理想顾客具有哪些特质？

	顾客能从公司的产品或服务获得什么价值？

	公司能够为顾客提供哪些独家利益？

	从事这一行是想要满足个人哪些理念？

	公司最大的优点是什么？

	哪些价值观驱动公司成长？





	从顾客的观点，举出1～6项能够描述公司存在的理由，草拟一份「使命宣言」。

	重新检阅宣言草稿，参考步骤1的想法重新改写。

	与自己向来敬重的人讨论宣言草稿，参考他们的意见，拟定内容更充实的完稿。

	花几天时间反复思量使命宣言草稿，看看是否掌握了公司的精髓？可不可以再精简一点？尝试利用不同的词汇说明。




关键思维

「现在大家倾向以简洁有力的字眼表达使命宣言，有时候只要几个字就能够精确地把公司使命交代清楚。比方耐吉运动鞋的『去做，就对了！』，天登计算机的『永远可靠！』，联邦快递的『全球准时送达！』，都是一针见血表达了企业的使命。」

贺兰

「写作很花时间，要比说话更费时。文字的表达必须加入某种程度的巧思与长考，写作时不能像讲话一般拉杂随性，要字斟句酌，如此文字才能经得起再三阅读、千锤百炼，必要时更要审慎地修改。」

汤马斯·摩尔　爱尔兰诗人，著作有《乌托邦》





事业计划书　目标　
英文



主要观念

目标说明公司明确设定要达成哪些目的，同时指出在达成公司目标的过程中，你会采用什么标准衡量公司的表现。你设定的目标必须明确、具体、重要，且排定优先级；简言之，只要你能够达成这些目标，公司必能获得成功。

支持概念

企业愿景表达的是业主的理想，使命宣言意在唤起大家的注意，一页事业计划书上的目标则是企业最务实的做法。在撰写目标时，要明确指出，你会如何运用资源创造重大且有意义的结果。根据一般经验法则，大多数的事业计划书多半会有8～9个目标，包括：


	一个营收目标

	一个获利目标

	二至三个营销目标

	四或五个营运目标（如制造、人事等）



好的目标应具备以下几项特性：


	具体明确。

	可以测量，也能量化——这样才能定期追踪进度及评量效益。

	是评断企业可靠程度的工具——公司可以指派组织特定人员负责这项工作。

	能够说明要如何达成目标。

	设定明确——好的目标能清楚记录负责人的姓名和细节，不会因为语意不清让人产生误解。

	可以指出达成目标的时间——这样才不会让人产生错误期待。

	在叙述中设定明确、可以测量的目标——这么做的话，组织里的成员才能建立共识、步调一致。

	与企业愿景和使命协调一致——换句话说，目标达成时，也是公司愿景和使命达成之日。



下列参考范例是某家运动服饰公司预计在2005年要达成的企业目标：


	把营业额提升为550万、2006年为700万、2007年达900万。

	税前盈利达到48万，且往后数年营业额每年成长10%。

	推出10项新产品，并且缔造75万以上的营业额。

	至少要增加7个新的零售商，扩大公司配销通路。

	确保能与NBA和NFL（美国国家足球联盟）签订新的授权契约，创造50万元以上的营业额。

	自第一季开始，努力降低公司运输成本，由现行营业额的5%，降低至营业额的3%以下。

	大幅改善存货比例，使其保持在最低限度，因此让可用存货的使用率维持在93%的水平即可。

	把加班时数减少到总生产时数的3%以下。

	准时送货率至少应达98%，订单正确度应达98%以上。



想要为事业计划书设定好的目标，就必须采取以下几项步骤：


	把希望在未来一年能够达成的三项主要目标，写在白纸上。

	接下来，想想过去有哪些成功、错误及想法，未来要如何应用这些元素？并写下未来的成功要素，要愈详细愈好。

	现在把自己想要达成的目标，一项一项明确地写下来。
	财务方面（营业额、获利、现金流量、存货、负债）

	营销（销售单位、营收、顾客人数）

	营运（员工人数、服务时间、送货时间）

	人力资源（人员流动率、训练、加班、工作士气）

	研发（完成项目、降低成本、生产力）

	制造（产能、质量、效率、停机时间）

	人事（工作时数、实得薪资、个人成长）

	其它（奖赏、股利、小区关系）





	利用步骤1、2和3得到的要素，制定一份包含六大主要目标的计划，仔细审视后，接下来的做法是：
	说明需要哪种活动支持

	订定届时该获致的成果

	具体说明每项成果对财务会造成什么影响





	重新改写目标，看看还有哪些方法可以让目标更简明扼要，几天后再回头检视这些目标是否还是切实可行。不断改写目标，直到自己觉得满意为止。




关键思维

「全美知名的励志演讲家齐格·金克拉曾指出，任何人若想要达成重要的目标，必须先成为一个『有所企图的人』。『有所企图的人』知道如何以清楚具体的词汇设定想达成的目标，而且会写下达成目标的时间表，帮助自己达成目标。那些只有模糊想法、没有明确时间表的人，是绝对无法达成目标的，金克拉把这种人称为『闲散度日的平凡人』。」

贺兰

「制定明确的目标是为了帮助我们采取有意义的行动。」

贺兰

「企业主需要找出一种方法，能够测试自己的想法是否会让自己资金和事业涉入高度的风险。我们不可能把不断浮现的想法，全都制作成操作模型或样本，因为这样既浪费金钱又毫无生产力。大多数人会征询自己信任的同事、朋友、顾问或亲戚的想法，只是口头沟通往往不够精准，唯有诉诸文字，才能以明确且前后一致的方式，和别人分享我们的想法。就效果来说，事业计划书其实就是我们的模型工具，能够为我们的想法提供纲要、愿景，以及前进的地图。」

贺兰





事业计划书　策略　
英文



主要观念

策略设定了公司经营的方向及价值观，同时能够划定界线，帮助公司保持在正确的轨道上运行。如果你能为公司制定稳当扎实的经营策略，面对重大决策时自然比较清楚该怎么抉择，因为你早已了然于胸。

支持概念

每个行业大概都会有4～6种大家普遍采用的「标准做法」。如果你留意产业里的龙头老大是怎么做的，就会发现他的做法可以当作相当不错的指标，帮助自己决定该如何把握赚钱的机会。

举例来说，21世纪（截至目前为止）的主要商业策略包括下列几种：


	价格无法决定一切——有很多顾客愿意付出较高的价钱，换取更优质的产品或服务。

	吸引最有能力的人才——并且让每个人都能分享成果。

	心动就要马上行动——否则竞争对手会先你一步加入市场。

	适当的产品加上优异的执行力，胜过搭配差劲执行的顶尖产品。

	让大家看到你投入多少的时间及专业能力的表现——让自己成为任何一个愿意接纳你的团体的一项资源。

	别单打独斗——只做自己最擅长的部分，其它的则全部外包。



策略其实是各个产业的常识，只要随便翻翻任何商业专刊，就能马上抓住某个行业的主要策略。观察产业领袖的一言一行，则能探知深层的策略。行之有年、根基深厚的策略，能够一直沿用到产业出现重大突破为止，因为此后产业会朝向不同方向发展，不过这种突破并不常见。

策略要处理的是那些会对公司内、外部造成影响的状况。外部策略着重公司成长的机会，或是解决外在环境产生的威胁；内部策略则是着重在协调公司文化、产能、效率及获利各方面的优势或弱点。

有效的「策略宣言」不仅要专注于自己的产业，也要兼顾其它层面。以一家出版社为例，就可以制定如下的策略：


	一开始不断推出作品，等建立信誉后，再找一家全国性出版公司合作。

	想办法把一些企管顾问实务包装成可以出售的产品或节目。

	利用自有的人脉找到演讲或出书的机会，提升知名度。

	通过企业执行长与知名作家或企管顾问的推荐，建立公司品牌和知名度。

	用聪明、理性的方式与他人合作，目的在追求有好的结果。

	准备好一套转型策略，在5～7年后把公司卖给大型出版商或商业训练公司。



请依据以下步骤尝试拟定公司策略：


	做些基础研究，看看这一行：
	有哪些机会？

	如何利用这些机会赚钱？

	有哪些明显的威胁？

	如何把这些威胁降到最低或令其转向？

	目前这一行最热门的议题是什么？





	接下来，想想公司目前拥有的顾客：
	是否具有哪些共同特质？

	目前向他们推销的最佳方法是什么？

	未来该用哪种推销方法，可能最有效用？

	要用什么促销方法吸引更多顾客上门？





	现在想想看公司目前正在做的事：
	目前最有效的做法是什么？

	如何改善？

	目前遭遇的最大困难是什么？

	要如何解决这些难题，继续前进？





	请选出限制公司成长、获利或效能的三项主要因素，并一一条列在纸上，接着写下：
	造成每个问题的根本原因。

	需要有什么改变？

	未来要如何评量成果？





	把步骤1～4的所有素材集合起来，列出所有会帮助或限制自己事业成功的因素，相对地，也要列出预期在未来可能会出现的成功或限制因素。

	最后，大致选出打造事业最重要的五个领域，并为每一个领域制定一套简要的策略，内容应包含下列几个部分：
	如何建立及管理这个领域。

	如何发现不断出现的机会。

	如何处理重大的问题。





	花几天时间反复思考这份草稿，然后重新改写你的策略。试着用更精简的文字描述你的策略，让这些策略更具体明确，并不断润饰草稿直到自己满意为止。




关键思维

「我们可以视策略为『产业的标准做法』，每个行业都有领导者、跟随者，也有作风迥异的人，这些人各自有套抢攻市场占有率的做法，你不妨仔细留意一下产业里的龙头是怎么做的，说不定就可以学到宝贵的教训。错失一个重要的教训，很可能让事业一败涂地。」

贺兰





事业计划书　计划　
英文



主要观念

计划是指为了达成目标所应该采取的行动。如果有任何事值得我们全力以赴，就必须整合公司的策略、目标与计划，使其发挥一致的效益。

支持概念

计划是指项目中必须完成的事项。商业界里几乎人人都有一张待办事项的清单，所以在一页事业计划书中的「计划」这个部分，就应该能帮你排定这些待办事项的优先级，把真正能够帮助公司成长的事情优先做完。

因此，好的计划应该能做到以下几件事：


	直接对应到某项目标与经营策略。

	是行动导向的——要有完成的期限，清楚界定由谁负责完成等。

	正确反映出需要投入的时间和成本——而且还要正确反映出可能的结果，以及衡量成效的最佳方法。

	确保自己在取得完成每项项目的充分资源前，不会贸然采取行动。

	所有活动都是为了公司——不要提出一些听起来很棒，但对增加企业价值没什么帮助的空泛议题。



请参考下列一些内容不错的「计划」：


	在6月15日以前提出新的「无虫生活」宣传造势活动。

	在3月30日以前，聘用训练首批25名新进技师，然后在11月30日以前再增聘训练第二批人员。

	6月参加伦敦商展、8月参加东京商展、11月参加纽约商展。

	约翰，史密斯负责在2月底以前完成补助申请书，并向基金委员会提出申请。

	提升第三季「报税准备研讨会」销售手册的设计，并由亨利，史密斯负责领导此项目小组。

	在8月1日以前搜集到20则著名顾客的成功故事，然后在9月1日以前把这些故事汇集到新的公关计划中，以赶在10月1日新产品上市时同步推出。

	在12月底以前完成新的在线员工训练模块，以便能在明年第一季时推出。

	在5月15日以前聘请新的执行总监。

	在6月和12月为公司主要客户主持两场研讨会。

	在10月15日以前搬到位于丹尼丁新制造厂；约翰，琼斯负责领导此一项目小组。

	在6月底以前推出新的护肤产品，琼斯为项目小组召集人兼经理。

	在4月底前聘请新业务人员，让所有新进人员在年底前集中火力销售「分时共享」不动产，指派朗，史密斯为项目小组召集人兼训练总协调。（编注：「分时共享」不动产，是借用国际旅游业的「分时共享」概念，这里是指不动产持有人与其它持有人共享使用权，没有所有权。）

	在7月底以前安装及执行新的MRP软件包；利用新软件在11月底前将存货大幅降为3.3个月的准备；麦唐纳担任项目小组负责人。



请根据以下步骤制作一份好的计划：


	为每项策略或目标制定一个会大幅改变公司的项目，然后针对各个项目回答下列三项问题：
	完成项目后会产生什么冲击？

	我们要如何衡量达成了哪些成果？

	这个项目接下来要进行的三个步骤是什么？





	把可行的项目清单整个看过一遍，然后选出其中影响最大的五或六个项目，把这些项目写下来，并说明各个项目预定完工的日期，以及负责人的名字。

	接下来把这五或六个计划重新改写为意思比较精确的句子或词汇。

	花几天时间仔细思考这些项目，然后再回头来审视每个项目，确定你真的选出最重要的五或六个项目，重新改写并润饰草稿，直到满意为止。




关键思维

「选定要走的道路也就选定了最终的目的地，因为结局是由手段决定的。」

哈利·艾默森·佛斯迪克　牧师

「有用的计划会带动决策与行动，并让每个人朝着相同的目标努力。能够帮忙落实计划的决策和行动是积极、正面的，有助于企业成功；朝着不同方向前进的决策和行动，会大幅降低企业成功的可能性。制定计划为的是要把大家的行动和决策集中起来，以获得我们想要的结果。」

贺兰

「一页事业计划书可以归纳为：焦点→行动→结果。计划能提供焦点，我们依照计划中的行动指引落实计划，只要采取计划中预定的行动，就能得到结果。只要心中有所疑虑，就动手尝试。然后选定一条最佳的行动路线继续前进。」

贺兰

「商业是复杂的，资源是有限的，时间则是关键。企业主不可能什么都懂，也不可能事必恭亲，因此必须有更多人投入。然而这些投入，不论是『人才』或『钱财』，都必须拥有一纸白纸黑字的事业计划书，这是一定要做到的。」

贺兰





事业计划书　一页事业计划书参考样本　
英文



「专业商用装潢系统公司」

2004年的事业计划书

1　愿景宣言

把「专业商用装潢系统公司」打造成一家非常成功的商用家具公司，以卓越的服务为有10～15名员工的企业，提供价格实惠的办公家具及其它商用系统。

2　使命宣言

为日渐成长茁壮的企业提供一个采购办公家具及其它商用设备的好供货商，因为我们是一家经验丰富的专业家具公司，非常了解如何制造美观实用、可以任意组合，又价廉物美的办公家具。

3　目标


	2005会计年度营业额达50万美元，且税后盈余达10万美元。

	把毛利率由28%提高至35%。

	提高平均订购金额，50%的订单订购金额超过1万美元，20%的订单订购金额超过25，000美元。

	一年内为客户举办15场以上的「工作室效率」研讨会。

	把每个人每星期的工作时数限制在40小时以下；2月份时增聘一名助理协助公司达成此目标。



4　策略


	以优异的服务博得顾客好评；努力让公司成为办公家具暨系统业界首屈一指的公司。

	以芝加哥地区成长中企业为主要服务对象。

	针对芝加哥地区的金融机构、保险公司和计算机公司，进行特定的营销计划。

	尽量降低间接费用，以保持现有价格竞争优势。

	通过产品目录或其它直销方式销售产品，不要花钱租陈列室或是持有大量存货。

	把所有的配销活动集中在同一个地点，以降低开支。

	把合作的供货商数目由5家减至3家，简化生产作业，以达到更大的规模经济。



5　计划


	在2004年1月15日前昭告诸亲好友，本公司拟增聘一名助理。

	在1月底前完成销售手册的修改与更新。

	在2月底前寄出5，000份的销售手册。

	在4月底前重新设计内部数据库，以简化追踪营销反应的工作。

	在5月30日前购进新的设计及规划软件。

	研究是否有不错的供货商可以合作，并在6月底前签订供应合约。

	制定新的员工奖励办法，并自本年度7月1日起开始实施。

	在7月30日前完成新的包装设计及通路文宣品。

	在8月30日前宣布新的设备供应合约。

	在8月30日前推出一项新服务，提供多种陈设设计方案供客户选用。



Galactic科技公司

事业计划书摘要

1　愿景宣言

本公司专门开发能够节省能源的创新技术，并将此技术商业化，在未来3年内，年营业额将达到1亿美元。

2　使命宣言

开发并成功推出一系列大众化的技术，让消费者只要用极少的能源就能大大改善生活质量。

3　目标


	每年公司营收至少成长25%。

	把公司的毛利率从目前的18%提高到25%。

	让股东每年每股都能获得1元的获利，而且不需要增加投资。

	今年8月在拉斯韦加斯的消费性电子产品展中展示公司的新技术。

	在公司的智能财产组合中增加三项新技术。



4　策略


	在2004年2月28日以前完成「SonicBoom」和「Eastwood」技术的开发工作，好让这些产品能够从开发阶段进入前期制造的阶段。

	完成「CardSupp」技术的补强工作，以便新一代产品能够在8月正式上市。

	建立本公司的特约供货商网络，一旦任何一家第一级制造商无法供应产品时，才能确保生产不致中断。

	成立一个独立作业中心，专门负责研发有发展潜力但仍在想象阶段的尖端技术。

	增聘5名工程师，并把他们分发到现有的产品开发小组中。

	重金礼聘一名业务高手，以提升营销团队的实力。

	改聘一家新的公关公司，加强宣传公司新推出的技术。



5　计划


	制定一份3年期的预算与资金需求计划。

	连络5家商展公司，并开始为拉斯韦加斯商展的展示做准备。

	安装及执行新的软件包，来管理开发项目及制造计划。

	增聘3名业务代表，以应拉斯韦加斯商展之需。

	在第二季结束前逐步采用新的产品包装。

	与供货商进行一场合伙人会议，共同商讨新技术的制造计划。

	在拉斯韦加斯商展揭幕时推出新的技术，且约莫在同时推出相应的营销计划。

	完成顾客意见调查，以决定本公司现有的新一代开发计划应朝哪个方向进行。





Business Plan　The Vision Statement　
中文



Main Idea

A good vision statement will describe the idea behind your business in a manner that captures the passion of your idea. A good vision statement will be expansive, idealistic and loaded with invitations to see the possibilities. A good vision statement will describe your dream in a memorable way.

Supporting Ideas

The vision section of your one page business plan is not a place for analytical thinking. Instead, this is the section where you should paint a graphic picture of the type of business you aspire to build. Of necessity, this section should be full of passion so that the reader's thinking is stimulated. At the end of reading your vision, you want the reader to be inspired by the business possibilities embedded in your dream.

A good vision statement:


	Will be expansive and idealistic—dwelling on "what could be" rather than hard-nosed facts and figures.

	Will be fun to read—because it will trigger emotion-al reactions in the reader as he or she relates to what's said.

	Will be intensely graphic and full of vivid mental imagery.

	Will push the edge of the envelope outwards.

	Conveys the passion and enthusiasm you feel for your business.

	Will invite the reader to consider the possibilities of the future—in an engaging and attractive manner.

	Isn't set in stone—but will evolve over time as your business concept become more defined or as you add to and expand your vision in the future.



Examples of memorable vision statements:


	To build Acme Electronics Inc.（AEI）into the West Coast's premier industrial process control company. To achieve that status, we will grow AEI's revenues to $20 million within the next five years by moving from solely manufacturing to offer more value-added services like engineering consulting, field servicing and integrated engineering consulting.

	Within the next three years, Therapeutic Herbs Inc. will grow to become a $5 million company specializing in the manufacture and marketing of high-quality non-prescription orthopedic materials for chiropractors, physicians and therapists.

	Over the next three years, we will grow the Zurich Garden Window Company into a $50 million home products company specializing in manufacturing and distributing new and replacement garden windows and skylights.

	GeoTech is an L. A. based company which will become famous world-wide for its:
	Commitment to sharing Earth's finest treasures.

	Range of innovative products offered.

	Educational and enrichment marketing programs.

	Customer orientation and personal services.







Locally, GeoTech will become well established and well known for its impressive and artistic offices, its highly motivated employees who deliver legendary customer service and its contributions to the wider community as a whole. The company will excel by offering products that highlight the richness and diversity that exists in untamed nature.

To craft your own vision statement:

1. Take a blank piece of paper and write down your answers to these questions:


	What do you want your company or organization to be known for, and where do you fit in personally?

	Where are your business and your customers located?

	What types of customers, strategic partners, advisors and collaborators do you want to attract?

	If a start-up, when do you plan on launching?

	Why are you creating or expanding this business, and what will be your main point of differentiation?

	How will your business be financed?

	How do you aspire to interact with your future employees, customers, suppliers and partners?

	What are your personal beliefs about the line of business you're in, and how do those beliefs impact on the way you do business?

	What are the three key characteristics of:
	Your products or services.

	Your best potential customers or clients.

	The type of business you want to emulate.







2. Create the first draft of your vision statement—by filling in the gaps of this generic vision statement:

"Within the next_____years, we will grow_____in to a local/regional/national/international company with annual sales of $__________by providing to_______________."

3. Next, rewrite your draft vision statement using your own words and integrating into it some of the thoughts and ideas you wrote down in Step 1.

4. Now write a wildly optimistic, no-holds-barred vision statement, which is an outrageously passionate expression of what your business can accomplish.

5. Share your draft vision statement with someone whose judgment you respect and ask for their feedback. Take a few days to reflect on what they suggest, and try to incorporate their ideas into your vision statement.

6. Keep rewriting your vision statement using your own words and style until you arrive at something you really like and relate to.


Key Thoughts

"The most important reason to have a business plan is to clarify your thinking, regardless of the size of your company."

Jim Horan

"A business plan brings out the best and worst in most business professionals. It facilitates creative and analytical thinking, problem solving, communications, inter functional sharing and teamwork. It also brings out procrastination, frustration, differences of opinion, and possibly anger. It is not a benign process. But when done well, the process is very valuable and has its own sense of satisfaction."

Jim Horan





Business Plan　The Mission Statement　
中文



Main Idea

The mission statement describes why your business exists in short and memorable statements. It speaks directly as to why anyone would want to buy and use your products and services. A mission statement articulates and specifies the commitment you make to your customers and stakeholders.

Supporting Ideas

A good mission statement will communicate volumes about your business aspirations and goals. This is where you spell out what's in it for you and your company's customers. A successful business always balances meeting the customer's needs with its own. Unless you can get this delicate balance exactly right, you won't be able to attract and retain enough customers to stay in operation over the long haul.

Mission statements:


	Are not about money—but focus on what's being provided to the customer.

	Should reflect the passion and commitment of the business owner—so as to provide staying power and substance when temporary setbacks are encountered.

	Are clear and concise—so that people will read it and immediately know what your main focus is. A good mission statement will get to the point rather than dilute the message with excess verbiage.

	State why your business will be successful.



Examples of effective mission statements:


	Video Arts are in business to help people take their ideas and move them to the big screen！

	We find the right employees to make your business successful.

	We bring light, air and the beauty of nature into homes through the use of creative window designs.

	We simplify the business of business for entrepreneurs by making available professional business building tools.

	The mission of the North Shore Entrepreneur Association is to positively impact the broader community by creating viable new businesses and successful business leaders. We will achieve this by providing networking, support and connectivity tools and resources to our members.

	AFL's mission is to help people take care of their concerns about financial security. We do that by providing the peace of mind that comes from knowing adequate arrangements are in place in the event of death, sickness, disability or the loss of a partner. We also cater for the provision of long-term financial resources after retirement.

	We convert the spoken word to the written word with integrity and confidentiality.

	We provide growing companies with a single purchasing point for office furniture, professional advisors and business planning services.

	United Parcel Services moves at the speed of business.

	We bring the taste of Japan to your home.

	Lens Crafters helps people see better, one hour at a time.

	We help you get out of bed feeling great so you can experience life the way you want to.



To craft a great mission statement:


	Take a blank piece of paper and write down your answers to these questions:
	What, exactly, is your product or service?

	What differentiates you from your competitors?

	What are the characteristics of your ideal customer?

	What value do customers derive from what you sell?

	What unique benefits do you provide customers?

	What personal passions are you attempting to satisfy by being in business?

	What is the highest good your business can deliver?

	What are the values, which drive your business?





	Create the first draft of your mission statement—by coming up with between one and six key words which describe why your company exists from your customer's point of view.

	Review your draft mission statement and rewrite it, working in some of the ideas generated in step 1.

	Discuss your mission statement with a few people you respect. Use their feedback to come up with a better final version of your mission statement.

	Take a few days to reflect on what you've come up with. Does it capture the essence of what you're about? Can it be improved or summarized still further? Try experimenting with different words and adjectives.




Key Thoughts

There is a current trend towards making mission statements very clear and focused. Often just a few words can truly describe a company's essence. For example, Nike's 'Just Do It', Tandem Computer's 'Total Reliability, No Limits' or FedEx's 'The World on Time' are powerful statements about their mission."

Jim Horan

"Writing takes time, usually more time than talk. The written word requires a certain level of artfulness and thoughtfulness in expression. In writing, we do not ramble on and on, as we do in speech. We choose our words more carefully. The words remain to be reread, refined, a source for reflection and mindful change if necessary."

Thomas Moore
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Main Idea

Objectives set out your well-defined targets and then specify how you will measure progress towards the accomplishment of those goals. Objectives are tightly focused, specific, prioritized and important. In short, if you're achieving your objectives, your business will be a success.

Supporting Ideas

Whereas a vision statement is idealistic and a mission statement is memorable, the objectives section of the one page business plan is where you get down to business. Here, you specify where you will be focusing your resources in order to generate meaningful and significant results. As a general rule-of-thumb, most business plans tend to incorporate eight or nine objectives:


	One on revenue.

	One on your profitability targets.

	Two or three on marketing activities.

	Four or five on operations（manufacturing, personnel, etc.）



Good objectives:


	Are very specific and tightly focused.

	Can be measured and quantified—so that progress can be tracked and evaluated on a regular basis.

	Are a good tool for corporate accountability—in that they can be assigned to specific people within the organization.

	Where possible state how the goal will be achieved.

	Are specific—stating names and details rather than ambiguous phrases that can be misinterpreted.

	State when the goal will be accomplished—so there is no wriggle room for misunderstandings.

	Integrate clear, measurable goals into the description—so that everyone in the organization is on the same page rather than working at cross purposes.

	Align with the vision and mission statements—that is, when you achieve your objectives, you will automatically be fulfilling your vision and your mission aspirations.



For example, the objectives of a sports apparel company might be as follows:


	Grow sales to $5.5m in 2005, $7.0m in 2006 and $9.0m in 2007.

	Achieve a before-tax profit of $480,000 in 2005, increasing to 10% of sales in subsequent years.

	Introduce 10 new products in 2005, with these products generating sales that year of $750,000 or greater.

	Increase the channels of distribution in 2005 by establishing at least seven new retailers.

	Secure two new product-licensing arrangements with the NBA and the NFL during 2005 with the aim of each license generating at least $500,000 in new sales.

	Reduce the company's shipping expenses from its current level of 5% of sales to 3% or less starting in Q1 of 2005.

	Aggressively manage inventory to stay within budgeted limits, thereby maintaining the active inventory at a level of around 93% utilization.

	Reduce overtime to 3% or less of total manufacturing hours.

	Achieve at least 98% on time delivery with at least 98% order accuracy.



To develop good objectives for your business plan:


	Visualize the three key achievements you would like to be celebrating at the end of the coming year. Write down what they are on a blank piece of paper.

	Next, think about the successes, mistakes and ideas of the past. How will you build on these elements in the future? Write down what your future success elements will be in as much detail as possible.

	Now get specific. What targets will you aim for?
	Financial（sales, profit, cash flow, inventory, debt）

	Marketing（units sold, revenue, #of customers）

	Operations（head count, service time, shipping time）

	Human Resources（turnover, training, overtime, morale）

	R&D（projects completed, cost reduction, productivity）

	Manufacturing（capacity, quality, efficiency, downtime）

	Personal（work hours, take home pay, personal growth）

	Other（awards, shareholder dividends, community）





	Come up with a working set of about six main objectives using the material from steps 1, 2 and 3. For each of these objectives, go through and:
	Describe the activity required.

	Add what will happen and when.

	Specify what the financial impact of each will be.





	Rewrite your objectives looking for ways to be as clear and concise as possible. Come back to them again a few days later and see whether these objectives still ring true. Rewrite them until you're satisfied they're correct.




Key Thoughts

"Zig Ziglar, a nationally known motivational speaker, says in order to achieve the goals that are important, you must become a 'meaningful specific'. Meaningful specifics are those individuals who know what they want to achieve in very specific terms and have targets and time frames written down to help them get there. People who have vague ideas, with no target dates, never get to the finish line. Zig refers to these people as 'wandering generalities'."

Jim Horan

"The purpose of a well-defined objective is to cause meaningful action."

Jim Horan

"Business owners need a way to test their ideas without having to put their cash or their business at high risk. It's too difficult, expensive and non-productive to produce working models or samples for every potential idea that comes our way. Most individuals in business check out their ideas in conversation with trusted associates, friends, consultants and relatives. Un fortunately, the spoken word is subject to much greater ambiguity when delivered. The written word allows the sharing of our ideas with others in a consistent, clear fashion. The business plan is, in effect, our modeling tool. It provides the sketch, the vision, and the road map for our ideas."

Jim Horan
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Main Idea

Strategies set the direction and values of your organization. They also establish your boundaries, thereby helping you to stay on track. If you have firmly established strategies in place, it will become easier to make important business decisions because they will become obvious.

Supporting Ideas

Every industry has approximately four to six "standard practices" for the way most things get done. If you pay attention to what the leaders do in your line of business that will usually be a reasonably good indicator of how you should go about capitalizing on the opportunities that are available to you.

For example, the key commercial strategies of the 21st century（so far）in most industries are:


	Price isn't everything—and loads of customers are willing to pay more for products and services that add more value.

	Attract the best talent—and give everyone a stake in the outcome.

	Think fast and act quickly—or competitors will get to the market before you do.

	It's better to have a reasonable product and superior execution than a great product but poor implementation.

	Volunteer your time and expertise to be visible—by becoming a resource to any group that wants to hear from you.

	Don't try and do it all alone—but specialize in what you do best and outsource everything else.



Strategies are common knowledge in an industry. If you read a trade publication, you'll quickly pick up on the key strategies within that field. The underlying strategies will be reflected in everything the industry leaders are saying and doing. Well-established strategies will endure until an industry breakthrough occurs which will move the industry off into a different direction. Genuine breakthroughs like that, however, are rare.

Strategies address the external and the internal influences that will affect your business. External strategies focus on opportunities to grow your business or meet outside threats. Internal strategies address the business's strengths and weaknesses in terms of culture, capabilities, efficiency and profitability.

Effective strategy statements are industry focused but broad at the same time. For example, a publishing company's strategy might be:


	To self-publish at first, build credibility and then seek a national publisher.

	To continue to look for ways to turn consulting processes into products or programs that can be packaged and resold.

	To use my network of personal contacts to seek out opportunities to speak or get articles published which will raise my profile.

	To build my brand and corporate identity through personal endorsements from CEOs and notable authors or consultants.

	To collaborate and work with others in ways that are intelligent and results oriented.

	To have in place an exit strategy in 5～7 years of selling to a major publisher or business training company.



To come up with the appropriate strategies for your business:


	Do your basic research. For your line of business:
	What opportunities exist?

	How can you capitalize on those opportunities?

	What threats are most obvious?

	How can those threats be minimized or deflected?

	What industry issues are "hot" at present?





	Next, think about your current customers:
	What attributes do they have in common?

	What is the best way to sell to them at present?

	What's likely to be a good way to sell in the future?

	How can you promote what you offer to more people?





	Now think more about what you're currently doing:
	What is working very well at present?

	How can we improve that?

	What are our biggest problems right now?

	How can we address those problems and move forward?





	Select three critical issues, which are limiting your growth, profitability or effectiveness. On a piece of paper, list each and write down:
	The root cause of each problem.

	What needs to change.

	How results can be measured in the future.





	From all the material put together in steps 1～4, come up with a list that states all the success factors and limiting factors of your current business, and the corresponding success factors and limiting factors of the business you would like to create in the future.

	Finally, select approx. five areas that are critical to building your company. Draft a strategy statement for each area which describes succinctly:
	How that area will be built and managed.

	How emerging opportunities will be exploited.

	How critical problems will be addressed.





	Ponder your first draft for a few days and reflect on it. Then go back and rewrite your strategies again. Try to state your strategies in less word to enhance their clarity and focus. Keep going until you're happy with the results.




Key Thoughts

"One way of understanding strategies is to think of them as 'industry practices'. Every industry has its leaders, its followers, and its rebels, and each has an approach for capturing market share. Pay careful attention to the successful businesses in your industry and you can learn important lessons. Miss an important lesson and your business may not even get off the ground."

Jim Horan
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Main Idea

Plans are the specifics that must be actioned in order to achieve the objectives. Clearly, the business's strategies, objectives and plans must integrate and be consistent with each other if any-thing worthwhile is going to be accomplished.

Supporting Ideas

The plans are the action items of projects, which need to get done. Almost everyone in business has a to-do list, which contains far more items than they can reasonably expect to get done. The plans section of your one page business plan should help you prioritize which of those items are important in terms of genuinely growing your business.

Accordingly, good plans:


	Correspond directly to an objective and a business strategy.

	Are action oriented—with deadlines, identification of who is responsible, etc.

	Accurately reflect the time and costs involved—and what the probable payoff will be along with the best methods for measuring success.

	Ensure that you don't get started until sufficient resources are in place to complete each project.

	Are centered around activities that build the business—rather than peripheral issues that sound good but actually add little or no value.



Examples of good plans are:


	Launch the new "Bug-Free Living" marketing campaign by June 15.

	Hire and train the first 25 new technicians by March 30, with the balance to be hired and trained by November 30.

	Attend the London trade show in June, Tokyo in August and New York in November.

	John Smith to complete and submit the grant application to the funding committee by February 28.

	Upgrade the sales brochures for the tax preparation seminar in 3rd quarter. Henry Smith to lead the project team.

	Collect 20 success stories from established customers by August 1.These stories then to be integrated into new public relations program by September 1, in time for launch of new product on October 1.

	Complete the development of the new Web-based employee-training module by December 31, ready for launch in Q1 next year.

	Hire a new executive director by May 15.

	Host two seminars for our key clients:June and December.

	Move to the new manufacturing facility located in Dunedin by October 15；John Jones project team leader.

	Introduce the new skin care range by June 30；M. Jones project leader and manager.

	Hire new sales reps by end of April；Have the new staff focus on selling the timeshare properties by end of year；Ron Smith to act as team leader and training coordinator.

	Install and implement the new MRP software package by July 31；Reduce inventory progressively to 3.3 months using the new software by Nov 30；G. McDonald project head.



To develop good plans:


	For each strategy or objective, come up with a project that would make a big difference to your business. Then answer three questions for each project:
	What impact will completing this project have?

	How will we measure the results achieved?

	What are the next three steps for this project?





	Go through the list of potential projects and choose the five or six, which will have the greatest impact. Write these down, along with a projected completion date for each and who will be responsible.

	Next, rewrite the five or six plans into sentences or phrases that are concise.

	Again, reflect on your projects for a few days. Come back and look at each again and check you have selected the five or six most important. Redraft and refine your description for each until you are happy with each.




Key Thoughts

"He who chooses the beginning of a road chooses the place it leads to. It is the means that determine the end."

Harry Emerson Fosdlick

"Useful plans drive decisions and actions and get everyone working toward the same goals. Decisions and actions that help implement the plan are positive and support the success of the company. Decisions and actions that go in different directions significantly reduce the probable success of the business. We plan in order to focus our actions and decisions to achieve the desired result."

Jim Horan

"Words which sum up the one page business plan process are:Focus—＞Action—＞Results. The plan provides the focus, and then we implement through actions guided by the plan. The planned actions lead to the results. When in doubt at this point, act. Then decide the best course of action to continue."

Jim Horan

"Business is complex, resources are limited, and time is of the essence. Business owners can't know it all and do it all by them-selves. Therefore, other people will become involved. Other people and 'other people's money' necessitate having a written business plan. It's no longer optional."

Jim Horan
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Professional Business Interior Systems

2004 Business Plan

1 Vision

To build Professional Business Interior Systems（PBIS）into highly successful business furniture company, which specializes in providing competitively, priced office furniture and other business systems with superior service to companies, which have between 10 and 15 employees.

2 Mission

To provide emerging growth companies a single source for the purchase of all their office furniture and other business equipment from an experienced professional who understands how to create attractive, functional, flexible, pleasant and affordable office layouts.

3 Objectives


	Generate sales of $500,000 and after-tax profits of $100,000 in FY 2005.

	Increase the gross margin achieved by PBIS from 28% to 35%.

	Increase the average size of the orders so that 50% are for more than $10,000 and 20% exceeds $25,000.

	During the year, conduct at least 15 "Workshop Efficiency" seminars for our clients.

	Limit personal work time to no more than 40-hours per week；Hire an assistant in February to assist with this.



4 Strategies


	Build a strong reputation for superior service；make a definitive attempt to be viewed as the Nordstrom of office furniture and systems.

	Focus on serving the emerging growth companies operating in the Chicago region.

	Do some targeted marketing programs aimed at financial institutions, insurance companies and computer companies within this geographic area.

	Maintain current competitive advantages in pricing by keeping overheads low.

	Sell through print catalogs and other direct sales methods rather than investing in showrooms or carrying an extensive inventory of equipment.

	Centralize all our distribution activities in one location, thereby reducing our costs.

	Simplify manufacturing activities by lowering the number of suppliers worked with from five to three, thereby achieving greater economies of scale.



5 Plans


	Notify the people within our personal networks that I have a vacancy for a personal assistant by January 15, 2004.

	Complete revising and updating the sales brochure by January 31, 2004.

	Complete the first mail-out of 5,000 brochures by February 28, 2004.

	Redesign internal databases to simplify tracking marketing responses by April 30, 2004.

	Purchase new PC-based design and layout software by May 30, 2004.

	Research potential new equipment suppliers and negotiate supply contracts by June 30, 2004.

	Develop a new employee incentive program, which can come into effect as of July 1, 2004.

	Develop new packaging design and point-of-sale materials by July 30, 2004.

	Launch new service to provide layout design option to clients by August 30, 2004.

	Announce new equipment supply agreements by August 30, 2004.



Galactic Technologies, Inc.

Business Plan Summary

1 Vision

Over the next three years, build Galactic Technologies, Inc.（GTI）into a $100 million enterprise as a technology company specializing in the development and commercialization of innovative new technologies, which are energy efficient.

2 Mission

To develop and successfully bring to the market a range of mass consumer technologies, which will enhance the customer's quality of life whilst at the same time using as, small an amount of energy as is practicable.

3 Objectives


	Grow annual revenues by a minimum of 25% per year.

	Raise GTI's margins from current rate of 18% to tar-get rate of 25%.

	Generate a return for shareholders of $1 per share per year without requiring any additional capital to be inject-ed into the business.

	Display the company's new technologies at this year's consumer electronics show to be held in August in Las Vegas.

	Add three new technologies to the company's portfolio of intellectual property.



4 Strategies


	Complete development work on "Sonic Boom" and "Eastwood" technologies by February 28 so these products can move from development to pre-production.

	Complete enhancements on "Card Supp" technologies so the new generation product can be manufactured and ready for consumer launch in August.

	Build the company's network of contract suppliers so as to guarantee continuity of manufacturing capacity should any Tier One manufacturers be unable to supply products.

	Set up a skunk works style operation offsite where cutting edge technologies still at visualization stage can be worked on and enhanced further.

	Recruit five new engineers and integrate them into the existing product development teams.

	Bolster the marketing team by headhunting a high profile marketer and bringing them onboard.

	Increase the company's PR efforts by hiring a new firm to generate trade publicity for the new technologies being released.



5 Plans


	Develop three-year budget and plans for capital needs.

	Contact five trade show companies and start work on display for Las Vegas trade show.

	Install and implement new software package to manage development projects and manufacturing program.

	Hire three new sales reps and have up to speed by time of Las Vegas trade show.

	Phase in new packaging for products by end of Q2.

	Run a partners conference with suppliers to focus on manufacturing program for new technologies.

	Launch new technologies at start of Las Vegas trade show with support marketing program to kick in around the same time.

	Complete customer surveys to determine the direction the company's current next generation development pro-grams should be heading.
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