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Creating a business plan

This information sheet is designed to provide a brief overview of how to create a business plan. It is intended as a starting point to give guidance on what you might want to include. However, we advise that you consult more detailed reference material or contact a relevant staff member in your region if you are considering creating a business plan for the first time.
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1
Business planning

There could be times when, as artists or as an arts company, you are asked for your business plan or you feel the time is right for you to produce one. If you are not sure how to go about it or what to include, here are some general pointers. 

1.1 What do I put in my business plan and what might my business plan look like?

A business plan is a document which tells those that work with you, other people and potential investors, what you are doing, why you are doing it and where you want to be in the future; importantly it explains how you plan to get there. 

A business plan should be a strategic planning document written so that you can easily make revisions and update it. This is because your financial status, governance structure or business model and the type of work undertaken may change. 

Another consideration is that your plan may need to be read by a wide range of different people, organisations and potential investors; so it helps if it can be read quickly and accurately interpreted. Having clearly articulated messages helps to reassure potential investors that as an artist or arts company you know what you are doing and can be trusted to deliver a viable and sustainable project, proposition or product. 
If you are looking for funding from a range of trusts, charities, public sector organisations or the private investor, your business plan should provide a convincing business investment argument acceptable to those you are seeking investment from. Ideally it should show how your priorities match their investment priorities and that you understand their decision making criteria.

The more you know about the organisation you are seeking finance from and what they invest in and why, the better your chances are of receiving a positive response in an ever increasingly difficult investment environment.  

1.2 How might I start my business plan?

This may be the first time an investor or potential project partner has had an opportunity to look in detail at your proposition and you want them to keep reading. It is often a good idea to start your business plan with a ‘brief summary’ of your key market findings and your most important ideas or projects. Ideally it should be no more than two pages and be upbeat in tone. NB. this section should be written after completion of the full plan. 
1.3 What basic information could I include in the summary?

You might want to include the following but remember it is your summary so something which is important to you may not be included in the list below.

· describe what you have to sell, your project, your proposition, your product

· describe briefly your current and future market, talk about the opportunities and any research you have undertaken.

· make reference to the life of the business plan in terms of months or years

· make reference to the key risks or obstacles you might face and how you plan to tackle them 

· detail the costs associated with the delivery of the entire business plan 

1.4 Are there any rules about what information goes in a business plan and in what order?

There are no hard and fast rules and what follows provides guidance only. The first message to get across to the person reading your plan is what the purpose and objectives of your project or company are. You should have done this in brief within your summary but this is an opportunity to provide a little more detail or background.  

You might then move on to include some or all of the following: 

· a brief overview of the company or the project

· your legal status (whether you are a charity, a community interest company, or a company limited by guarantee, a sole trader). It is often a good idea to include in this section - if they apply - your company registration number or the registered number of the charity and your VAT status. It is important to show that you are compliant with all relevant and current legislation

· any legal issues or permissions to be addressed before a project can be delivered should be identified

· information on when, how and why the project was created, or the company established - aims and objectives can be included in this section

· information relating to the geographical area you work in, the communities of interest you are working with and or the partners you have and or wish to work with

· the precise nature of the work to be undertaken – who will do it and how will they do it - artistic statements can be included in this section

· a clear vision for the future beyond the period of financial intervention and what needs to happen to achieve it, if your business plan has been produced for a funder

· what are the objectives you want to achieve over the life of the plan - if you have identified specific outputs or outcomes say what they are in this section


Outcomes are performance measures that quantify the extent to which results are achieved. They are used to measure effectiveness of an activity or a strategic intervention. They are usually used to indicate value and the impact of activity.

Outputs are performance measures that quantify how much is produced. They are used to measure efficiency and, for example, when you need to count how many seats in a theatre have been sold during a fixed period.

1.5 What other information must not be left out of a business plan?

· who is involved in the running of the company? This needs to include key staff members and their roles in your company, including a brief description of their background, skills and experience. If there are training issues related to the successful delivery of the plan say what they are and how you plan to address them

· your trustees or board members and an explanation of their skills and roles

· if you are a sole trader provide a brief description of your past experience and your current specialist skills, emphasising what makes you best qualified to deliver your business plan

· include a diagram which illustrates your company structure

· ideally you should say how the management team or governance structure of your company will deliver and monitor the business plan over the first year of the plan

· whether you are a sole trader or a company it is a good idea to say how you will manage all your resources and how you plan to review the implementation of your plan. It is a good idea to have a timeline of key tasks and activities and/or a work plan. You may wish to mention in this section who has ultimate responsibility for the implementation of the business plan

· within a business plan it is often helpful for you and those reading your plan to know what your company or individual strengths, weaknesses, opportunities and threats (SWOT) are in delivering your plan

This information is not essential but it is helpful and can be included as an appendix. 

1.6 What is being examined in a SWOT analysis? 

Most times SWOT is used as a diagnostic tool to help a company, or an individual, think about their future and help them to ensure that all necessary elements of their business or project have been given full consideration in the business plan. Strengths and weaknesses are essentially internal issues and opportunities and threats are usually external issues. As an alternative internal diagnostic tool, you might undertake a PEST analysis which looks at: the political, the environmental, the social, technological aspects of your business. All have an effect on your project or businesses potential for successes.

1.7 Do I need to do a risk assessment as well as a SWOT?

No, but if you feel your business ideas and plan might be seen as posing a high risk to investors or to those you want to develop relationships with then doing a risk assessment might help show that you have considered all eventualities and have plans in place to deal with them. 

You may decide to have a risk assessment on the delivery of the plan as an attachment to the main document. 

The word risk is often associated with negative connotations, however risk is not always a bad thing. Risks in business are often calculated and artistic risks are taken all the time by artists.   

As an arts company or an artist you may want to do a quick look at the risks you might face. If so, here are some headings you might find helpful. 

The following are by way of example only

· Governance and management - how well do we plan our work, how well do we make decisions, who makes them, who is in charge or where is the leadership coming from

· Operational - what do we do on a day to day basis and who does it, do they do it well, is the activity well managed and planned

· Environmental - this usually relates to actions of others outside your company or things that happen that are not within your direct control, for example, do you have the right suppliers, are they reliable? Do you have an environmental management plan, for example, what do you do to conserve energy or recycle materials, is your project or business environmentally sustainable
· Finance - are we financially viable, do we have a cash flow forecast which is fit for purpose, who manages the finances and do they have the right skills and experience

· Compliance - are we doing everything in line with the law and current legislation, do we have health and safety policies and procedures, do we have public liability insurance or professional indemnity

1.8 What other information should be included?

A business plan often benefits from having specific information on some or all of the following: 

· artistic vision and mission of the company and examples of the products or process, including web links and explaining how people can gain access to your creative material on the internet

· how you came to your vision and mission

· how the projects or services in the plan would be managed on a day to day basis

· the cost of the proposal and how you proposes to fund it, including details on how and when additional funding/investment will be secured and where from

· what financial options have been explored

· who benefits from the project or work of the company and what benefits will be provided, including how this will be evidenced

· links between or synergies with the business plan and other relevant public sector policies, priorities and strategies. This will become increasingly important as the public sector investment pool becomes shallower and inevitably more competitive 

· the need for capital expenditure on equipment, the purchase of property, or the build or refurbishment of an existing property should be fully explained

· include details of your equal opportunities or diversity policy – stating why you have one and how you implement it. Say why your project, product or service is genuinely inclusive and without barriers to participation. You may feel it appropriate to include a copy of your equal opportunities or diversity policy as an attachment

1.9 If I want to buy a building or do some renovation or an adaptation of a building, do I still need to produce a business plan?

If you have access to finance which means that you do not need to borrow any money or you do not need to seek funding, then you may not need a business plan. 

However, if you want to carry out capital development work on a building or buy a significant amount of equipment and need to borrow money or seek grant aid then you should incorporate these issues into your business plan.

(You may decide that you need to produce a separate plan for this element of your development activity if you plan to spend a considerable amount of money on capital.) 

If the business plan includes a proposal to buy land or a building, or involves building work, include wherever possible the building plans. Where possible to do so without external assistance, property proposals should be developed to the equivalent of RIBA (Royal Institute of British Architects) Stage D. (All the details should be attached as an Appendix.) 

1.10 Money, budgets and cashflows 

In a business plan this is critical planning information. You should show what your operating figures and cashflow forecasts are for the whole period of the plan. It is also important to show that your finances can be examined on an annual basis and that you have realistically taken into account the depreciation of your equipment.

Budgets seek to give an overall picture of the levels of income and expenditure that are expected over the life time of the plan. They do not seek to reflect the actual timing of money that flows into and out of your company, project or business. Cashflows aim to ensure that you will have enough money in the bank to allow you to pay for all the goods and services that you may need throughout the project or life of the plan. As well as reflecting the actual timing of money moving in and out of the company, cashflows also take into account the money available at the start of the year and give a figure for the money that will be available to the company at the end of the year.

Further information

Various organisations are able to offer guidance on creating a business plan. Here is a small selection of useful links

www.businesslink.gov.uk/northwest
www.artsandbusines.org.uk
www.businessinarts-nw.org.uk
www.panda-arts.org.uk
www.designinit.org.uk
www.visionandmedia.co.uk
www.creativelancashire.org
www.merseysideacme.com
www.redeye.org.uk
Contacts 

If you would like information on current initiatives, or are interested in applying for funding, please contact our enquiry service on 0845 300 6200, email enquiries@artscouncil.org.uk or visit our website at www.artscouncil.org.uk  
Arts Council England

14 Great Peter Street

London SW1P 3NQ

0845 300 6200

textphone 020 973 6564

www.artscouncil.org.uk

enquiries@artscouncil.org.uk
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