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曾淯菁


政大广告系、台大新闻研究所、英国曼彻斯特大学MBA毕业，曾担任TVBS生活组记者、中华信用评等公司编译，并任职于福特汽车英国总部公关部，目前旅居法国巴黎。译有《人小钱大吞世代》（商智出版）。


关键词　Key Words


事业构想（Business Idea）


所谓事业构想，彼得·杜拉克曾经这样解释：“‘具有创造潜在财富与产能，能落实在一个永续经营的生产性事业机构，并透过商业活动与行为创造实际绩效’的构想。”工研院在辅导国内新创企业的过程中发现，许多创业者空有创新（不论是技术或内容），却往往疏于确认新创事业最重要的具体事业构想，例如：1.获利从何而来、2.产品是否符合市场趋势与顾客需求、3.诉求的市场区隔、4.营销通路、5.竞争产品替代性、6.主要供货商与价值链、7.定价策略等。事业构想除了是企业长期发展的核心准则，也是凝聚组织内部共识的利器。根据美国麦肯锡企管顾问公司的经验，企业要推行重组计划，最重要的就是要把重组计划，建立在简单而容易感动人心的事业构想上，利用事业构想建立共同目标，排除员工的抵抗心理，再着手设计重组计划的细节，计划才会切实可行。


种子资金融通（Seed Financing）


种子资金融通顾名思义就是，创投业者针对在萌芽期（seed stage）的企业提供的融资措施，是创投在1980年代以前的主要投资方式。萌芽期的企业拥有的可能还只是创业者的构想、专利、新发明，或是新技术，所以种子资金的目的是，让创业者有机会把自己的构想商品化。种子资金的用途大多是支持产品研发、编写事业计划、筹组管理团队，进行市调等，鲜少用来支持生产或营销活动。根据美国国家创投协会（National Venture Capital Association, NVCA）统计，种子资金融通属于小额投资，大约在5万美元（甚至以下）到25万美元之间，投资人常是个人的天使投资人。从创业者的角度来看，寻求种子资金的代价是，必须释出相当比例的企业所有权。创业者为了在企业成功后保有主导权，应该在争取种子资金前，尽可能以自己的积蓄、亲友，或是政府的辅导机构作为资金来源。相对地，种子资金除了提供资金之外，还可以提供新创企业最需要的实务经验，帮助缺乏管理经验的创业者，把创意变成企业。


电梯营销（Elevator Pitch）


流行于硅谷的“elevator pitch”一词，是由美国企管顾问罗伯特·巴格利亚利尼（Robert Pagliarini）提出的。巴格利亚利尼辅导许多小型新创企业募资，他建议创业者，为了在极短时间内吸引投资人，必须简短、具体地说明6项主题：你的竞争优势、现有资金来源、营运模型、产品或服务的内容、诉求对象，以及竞争对手。电梯营销最重要的目的是，给投资人“这个好！”的惊艳，吸引投资人进一步了解详细内容。一般说来，电梯营销的内容，最适当的长度大约在30秒到1分钟左右。除了对外吸引投资，电梯营销还可以作为创业者对内部成员的说明，让成员简单、清楚地认识营运方向与愿景。



5分钟摘要



挹注你20年功力，写企划、做简报，无往不利！　
英文



只要事先做好充分准备，撰写一份绝佳的事业计划书，应该只会花费你24小时的时间。不仅如此，你还不必连续奋斗24小时，可以随时喊停、择时再战，或必要时暂停一下，有时间再继续奋斗。

要能快速撰写出事业计划书，最重要的就是要按部就班。不要浪费时间“开天辟地”，只要照着以下的模板如法炮制就可以了。这样，就可以用更多时间应用自己的计划书，实现理想。要记得，事业计划书最主要的好处是，强迫自己把注意力放在营运活动上，这对你非常有帮助。事业计划书也可以让你的思考更周延，综合考虑财务、营销与营运等问题。

整体来说，尽管你可能为了筹资、吸引投资人，或是取得其他资源来开创或扩张事业，不得不构思计划书，但是构思事业计划书的过程对你来说，有很大的帮助。事业计划书是针对你个人设计的成功地图，花些时间和心力清楚刻画，绝对有利无弊。


“事业计划书必须说明下列几项状况：●事业构想或是现有事业的营运内容●现有或潜在顾客的结构和购买动机●让顾客认识企业的方法●有哪些竞争对手和你的差异化做法●企业基本营运模式●管理团队领导企业的能力●企业的长期远景●企业的财务状况●企业营运的资金需求与获利能力。评量计划书优劣的标准，虽然是事业构想与达成目标的策略，还是必须尽力让计划书给人最好的第一印象。”

——劳伦斯·郝顿





MAIN IDEA





中文



If you gather everything you'll need in advance, it should only take you about 24 hours of work to put together a great business plan. Even better, those 24 hours don't really need to be consecutive—you can stop and start as you choose, pausing as required and then returning to the task when you have the time available.

The key to getting your business plan together quickly is to work to a plan. Don't waste timing trying to reinvent the wheel, but follow the template outlined below. Then you can spend more time using your plan and making great things happen. Remember that the central benefit of a business plan is it forces you to focus your business activities, which is good. A business plan also helps you think through all the financial, marketing and operational issues involved.

All in all, despite the fact you may be pressured to develop a plan so you can raise a loan, interest an investor or secure other resources to start or expand your business, the process of developing your business plan is highly beneficial. Your business plan is your own personalized roadmap to future success. Taking the time and effort to flesh out that roadmap cannot be a bad thing.


"A business plan answers the following questions: ●What is your business idea or what is your existing business? ●Who are your existing and/or potential customers and what motivates them to buy from you? ●How will you let your customers know about your business? ●Who are your competitors and how are you different from them? ●How will you carry out the basic functions of your business? ●Is your management team capable of leading your business to success? ●What is the long-term future of your business? ●What is your company's financial picture? ●How much money will it cost to run your business and how much money will you make? While your plan will ultimately be judged on the quality of your business concept and your strategies for achieving goals, you also want to make sure it gives the best first impression possible."

—Rhonda Abrams





动笔前的叮咛　
英文



■备齐撰写计划书必需的数据。对经营稳健的企业来说，这些数据报括过去的财务报表（通常由会计师准备）、所有型录、产业信息、预算、营销文宣数据，以及其他必要的数据。只要事先备齐所有资料就可以节省许多时间，否则时间就会浪费在四处找数据上。

■静下心来，订定事业计划书要达成的确切目标。简单列出哪些人会阅读到计划书，以及自己希望对方读后会采取的行动。举例来说，撰写计划书的目的有下列几项：

向银行或其他放款机构募资

接触创投业者等潜在投资人

从零开始开创新事业

扩张现有事业

报告作业团队或计划的进度

参加竞赛或争取学术声誉

运用计划书规划发展策略与方向

■另外还要考虑到计划书的篇幅。一般说来，事业计划书的篇幅扣除财务报表，大多不该超过20页。要记住的是，事业构想的优劣才是潜在赞助人评量事业计划书优劣的标准，不是计划书的篇幅。计划书必须简洁有力，不要又臭又长。

■试着制作一些简单的图表，因为在计划书中加入图表会很有帮助。例如，简单的组织架构图，通常会比长篇大论地叙述公司现有组织结构来得好。同样地，在说明所属产业的市占率分布时，圆饼图就可以发挥不错的效果。

■完成事业计划书的初稿后，就交给文字能力好的人去编辑和校对。除了勘误和润饰之外，也许还可以提供建议，找到更适切的方法来陈述事业构想。

■事业计划书要放在手边，方便自己定期更新，才能反映企业最新的状况。过时的计划书比没有计划书还要糟糕。只要一发生重大事件，就要修订自己的计划书。同样地，不要一次印一大堆计划书，数量只要够用就好。这样一来，新版跟旧版的计划书才不会混淆。

■计划书的篇幅如果超过10页，就要附上目录。目录的位置应落在封面之后，执行摘要之前。

■封面应该包括下列几项信息：


	公司名称与企业标志（如果有的话）

	把“事业计划书”几个字放在最明显的地方

	负责人的完整连络方式

	日期（可以只标明年份，才不会给人过时的感觉）

	文件编号：每一份计划书上都要编号，方便追踪

	法律声明，内容大致如下：



“本文件仅供参考，非本公司股权公开销售说明书。本文件内容均为机密，其所有权属本公司，未经本公司书面同意，不得将相关内容透露给第三者知悉。”

[image: 1-1c]




Before You Get Started　
中文



■Gather together in one place all the information sources you will be using in your business plan. For an established business, this will include your historical financial statements (prepared by your accountant most likely) and also all your sales brochures, industry information, budgets, marketing materials and everything else you might need. Just having all this information in one place can save a lot of time that would otherwise be spent searching all over.

■Sit down and specify exactly what you want your businesss plan to achieve. Make a short list of those who will be reading it, and what action you'd like them to take as a result. For example, are you planning on:

Seeking financing from a bank or some other lender?

Approaching a potential investor like a venture capital firm?

Creating a new business from scratch?

Expanding your existing business in some way?

Reporting on the progress of a team or project?

Entering a competition or gaining an academic credit?

Using the plan to plan future strategy and direction?

■Give some thought to the length of your end document. As a general rule, most business plans should be less than twenty pages long, excluding the financial information. Keep in mind that potential backers will evaluate the value of your business based on the quality of your ideas rather than the length of your business plan document. Keep everything short and succinct rather than long-winded.

■Try and develop a few simple graphics that will be worth incorporating. For example, a simple organizational chart is usually better than spending pages describing how your company is currently structured. Similarly, a pie chart may be useful and illuminating when talking about the market share distribution within your industry.

■Once you have the first draft of your business plan prepared, have someone with a good command of the English language edit and proofread it. In addition to catching typos and grammatical errors, they also may be able to suggest better ways to state your ideas.

■Keep your business plan handy so you can update it regularly to reflect the latest developments. An out-of-date business plan is worse than no plan at all. Revise your plan whenever something noteworthy occurs. In a similar vein, don't print up a stack of copies. Just print enough for what you need. That way, confusion can be avoided when you have an updated plan available.

■Include a table of contents if your business plan is longer than ten pages. This should come right after your cover sheet and before your executive summary.

■Include the following information on your cover sheet:


	Company name and logo (if you have one)

	The words "Business Plan" in a prominent spot

	Full contact details for the person responsible

	The date—perhaps a year only so your plan doesn't look old

	A copy number, with each copy being personally tracked

	A disclaimer, perhaps similar to this:



"This document is for information purposes only and is not an offering for sale of securities of the Company. The information disclosed herein is confidential and proprietary, and should not be disclosed to other persons without written permission."

[image: 1-2e]




要素1　执行摘要　
英文



主要观念

执行摘要就是精要地呈现整份计划书，必须简洁地强调最重要的状况与概念。大部分潜在投资人会先读执行摘要，再决定要不要阅读整份事业计划书。

支持概念

虽然执行摘要是列在计划书的开头，但是最好留到最后再撰写。这样，执行摘要才能确切反映计划书其他部分的内容。

执行摘要的内容，必须让阅读计划书的人产生下列印象：


	你的基本事业构想是可行的

	你已经做好通盘考虑

	你已经组成了坚强的管理团队

	你的产品或服务是有市场的

	你确实具有竞争优势

	你的财务预测合理，而且是可以达成的



如果能够针对特定对象撰写执行摘要，会对你很有帮助。执行摘要必须让阅读的人感觉你的企业有获利潜力，还要让他们觉得投资你的企业，可以在合理的时间内获得不错的收益。

一般说来，执行摘要有个好用的格式，就是把计划书里每个部分，个别浓缩成简洁有力的段落。另外，应该再加上一小段说明，解说募资的办法以及打算怎么运用募得的资金。强烈建议你把募资说明放在计划书的开头，不要埋在计划书内文里。可以的话，最好还要说明自己为投资人拟妥了退场策略，这样可以大大提升计划书在潜在投资人心目中的价值。

大部分投资人或银行放款人员，每年要看上千份事业计划书，所以必须强调自己与众不同的特点。如果有独特的产品功能或服务项目，就要在执行摘要里特别强调；若有其他竞争优势的话，也直截了当地表达出来。不要省略掉自己的特点，吸引阅读的人更仔细读下去。

最重要的是，执行摘要的内容一定要实在。在计划书里看不到的数据或数据，就不要列入执行摘要里。尽量让别人看见自己的特点当然很好，但是要避免夸大不实。


关键思维

“事业计划书的篇幅该有多长？我们可不想看论文。我们发现，愈聪明的人，表达能力愈好，计划书内容也愈简洁。一般说来，计划书的本文通常是10到20页，但是附录可以让企划书显得很有份量。我们会请募资的企业先缴交5页的执行摘要与申请书，天使投资人可以借此精要地了解对方的营运模式。如果执行摘要够吸引人，我们才会要求要看完整的计划书。”

东尼·史普利　皇后城天使创投公司董事长





Component 1　Executive Summary　
中文



Main Idea

A brief snapshot of your entire business plan, highlighting the most important facts and concepts very succinctly. Most potential investors will read this first and then decide whether to read your entire business plan.

Supporting Ideas

Despite the fact that your executive summary comes first in your business plan, it makes sense to prepare this section last. That way your executive summary can accurately reflect what you've written in the other sections of your business plan.

When people read your executive summary, you want them to reach a few simple conclusions:


	Your basic business concept is viable

	You've thought through everything involved

	You've assembled a competent management team

	A market exists for your product or service

	You have some kind of competitive advantage

	Your financial projections are reasonable and achievable



It helps if you prepare your executive summary with a specific reader in mind. You need to send the message that the business is likely to make money and that an investment in your business will pay good dividends within a reasonable time frame.

Generally speaking, a good format for an executive summary is to have one short and succinct paragraph on each of the other eight sections of the business plan. To that you should add a brief description of the funds sought and how you propose to apply those funds. Putting this right upfront rather than burying this information in the body of the business plan is highly recommended. If at all possible, you should also mention the possibility of a suitable exit strategy being available to the investor as well. This will enhance the value of your business plan quite considerably in the eyes of a potential investor.

Most investors or bank lenders will be reading around 1,000 business plans each year, so you need to highlight something that sets your business apart. If you have a unique product or service feature, highlight it in the executive summary. If you have some other type of competitive advantage, spell it out. Give the reader an incentive to look at your plan in a little more detail rather than just skimming it.

Above all, be truthful in this section. Don't say anything that is not backed up by the information and data contained elsewhere. It's fine to present everything in the best possible light but avoid too much exaggeration.


Key Thoughts

"How long should a business plan be? We don't expect a dissertation. We find that the smarter people are, the more articulate they are and the more concisely they can write. In general, the main body of the plan usually runs about ten to twenty pages, but the appendices can make the plan quite thick. We ask that companies initially submit a five-page executive summary and an application. This gives the angels a snapshot of the business model, and if that snapshot is compelling enough, we ask for the full business plan."

Tony Shipley　Chairman, Queen City Angels





要素2　公司简介　
英文



主要观念

公司简介是详细说明你公司目前的实际状况。这部分说明，可以让阅读计划书的人了解公司的现况，也可以让他们一窥你所属产业的状况。

支持概念

1．提供基本数据——公司名称、详细的成立资料、有没有经营其他公司、公司网址，以及有没有设立子公司等。只要申请贷款都必须提供上述信息。

2．提供公司法定所有权的相关信息——是不是股份有限公司，以及现有的股东名单。另外应该还要列出下列几项信息：

公司所有已签订的许可协议

公司拥有的商标、版权或专利

公司拥有的法定产权

公司尚在审理中的诉讼或其他纠纷

3．说明公司的发展历程——公司目前为止达成的里程碑，以及公司目前发展状况的确切说明。这部分最好简单扼要，清楚说明公司迄今的发展进程。这部分说明可以包括原型产品研发、种子资金融通方式，以及属意的办公室地点等。另外，最好明确说明公司现正处于下列阶段中的哪一个阶段：

萌芽期——还没开始销售或营运

新创期——刚开始营运的初期阶段

扩张期——经营渐趋稳健，并且扩充产品线

稳定期——经营稳健，业绩持续成长

重整期——经营稳健，但是开始改变产品组合

4．明确说明产品与服务——过去靠哪些产品或服务创造营收？充分而详尽的数据，让阅读的人能够有清楚的概念，但是要斟酌篇幅，避免太繁琐。同时也说明近期内可能发生的变化。

5．描述整体产业状况——以及产业中目前的变迁。提供充分讯息，让阅读的人大略了解你所属产业的状况，以及短期内可能出现的新策略机会。利用数据数据说明产业的经济环境和成长率，也很有加强印象的效果，但是引用数据务必小心，必须引用可靠的数据，不能只是某位学者专家的意见。

6．说明公司目前的资金状况——以及目前募得资金的运用方式。这不是要你列出详细的财务分析，只是要让阅读的人能够概略了解企业的财务状况。另外还应该清楚说明下列几项信息：


	已经确定投入的主要资金来源

	所有与顾客签订的合约

	资金需求

	资金运用计划

	你个人投资的金额




关键思维

“简洁的公司简介就是清楚易懂的摘要，用来说明公司的概况。公司简介可以让阅读的人，在详读你的事业计划书之前，先建立起对公司的基本认识。”

蓉达·雅布兰





Component 2　Company Description　
中文



Main Idea

The basic factual details about your business as it currently stands. These facts paint a picture of where you're currently at as well as a glimpse into what's happening within your industry.

Supporting Ideas

1．Give your basic details—your company's name, incorporation details, whether you're doing business under any other names, the address of your website and whether you have any subsidiary companies. This is the kind of information you'd put on any loan application.

2．Provide information about your firm's legal ownership—whether you are incorporated and who currently owns the shares already issued. You should also list:

Any licensing agreements you've entered into

Trademarks, copyrights or patents you own

Any legal property rights you have secured

Any pending litigation or other contingencies

3．Describe your company's history—the milestones you have achieved thus far along with an accurate description of your current stage of development. This section should be brief, but you want to indicate what progress has been made to date. This might include developing a prototype product, securing seed financing, finding office space and so forth. You will most likely characterize your business as being at one of the following stages:

Seed company—not yet making sales or doing business

Startup—an early-stage operation just starting to do business

Expanding—an established firm adding new lines

Stable—established company with ongoing sales

Retrenching—established firm changing its product mix

4．Specify your products and services—what you've sold to date to generate sales revenue. Provide enough detail so that the reader has a clear picture, but not so much detail that it becomes cumbersome. Also describe any changes that are likely to happen in the near future.

5．Describe your overall industry—and any changes that are occurring at the present time. Give enough information that the reader will get a feel for the state of your industry and any new strategic opportunities that might arise in the immediate future. It's also helpful to include statistical information about your industry's economic health and rate of growth, but be careful to use information for which you can quote a definitive source rather than mere opinions.

6．Explain your company's funding to date—and how the funds currently being sought will be used. This is not meant to be a detailed financial analysis but merely serves to give the business plan reader an overall view of the financial health of your business enterprise. You should also indicate:


	Any major sources of funds who have already committed

	Any contractual arrangements with customers

	How much money you're looking for

	How you plan to use the money you're seeking

	How much money you have invested personally




Key Thoughts

"A concise company description serves as a clear and convenient summary of the basic details about your company. Your company description provides readers with the facts they need to know about your company before delving deeper into your plan."

Rhonda Abrams





要素3　目标市场描述　
英文



主要观念

目标市场描述就是分析目标客群的概要，说明哪些对象或企业可能在未来成为你的顾客。这部分内容要让阅读计划书的人感觉到，顾客的确存在，而且你也很清楚顾客的需求。

支持概念


	明确说明目标市场的地理位置——提供充分信息，让阅读的人感觉你对市场状况很有把握。这部分内容必须包括目标市场的人口密度、气候条件，或是其他跟你事业直接相关的信息。

	描述目标市场的基本人口结构——可以运用年龄、收入水平、家庭规模、性别比例、种族分布等项目分类描述。想出有效的方法来描述自己的目标顾客。如果你的目标是企业客户，那么就要描述客户所属的产业、规模，以及发展阶段等。

	详细说明潜在顾客的购买动机和消费模式——也就是所有会促使顾客购买的因素。说明谁是采购决策者、确实的购买频率、偏好的付款方式，以及顾客希望能够解决的关键问题等。同样地，这部分内容可以让阅读的人深入了解你的客层结构，并且相信你已经详细分析过自己的目标市场。

	评估市场规模——让阅读的人觉得，你潜在顾客群的规模足以创造充裕的收益，让公司持续成长。这部分信息愈实在愈好，要让阅读的人觉得，你提供的数据有凭有据，不是凭空想象的。另外还要注意的是，评估市场规模必须适当，不要把饼画到不符成本效益的程度。

	特别说明目前的市场趋势——也就是这类的市场变化会影响你未来的营运活动。有些趋势有助于公司发展，有些则会造成负面影响。对公司有利和有害的发展趋势都必须一并说明，才能够让阅读的人全面了解消费模式演变的状况。




关键思维

“强有力的目标市场定义，必须符合下列几项条件：

界定明确，要能清楚说明潜在顾客的共同特质

有实质意义，提出的特点必须与顾客的购买意愿直接相关

具有一定规模，潜在顾客的数量必须足以支持企业成长

确实可行，要能用划算又有效的方式向顾客推销。”

蓉达·雅布兰





Component 3　Target Market Description　
中文



Main Idea

This is an overview of the type of people or businesses who are most likely to become your customers in the future. Here you're showing that customers do already exist and that you know and understand their needs.

Supporting Ideas


	Specify the geographic location of your target market—insufficient detail to show you know what you're talking about. Include relevant information about the density of the target market, its climate or any other factors that are directly relevant to your business.

	Describe the basic demographic characteristics of your target customers—using traits like age, income level, family size, gender, ethnicity, etc. Come up with meaningful ways to describe the people who will buy your product or service. If you're targeting other businesses, describe the industry they are in, their size, stage of development, etc.

	Detail probable customer motivations and purchase patterns—all the factors that will favorably influence the customer's purchase decisions. Talk about who makes the decision to purchase, how frequently they will actually buy, how they are likely to prefer to pay and what are the critical problems they are trying to solve. Again, this section gives the reader an insight into your customer pool research and confidence that you've analyzed your target market in some detail.

	Estimate your market size—to show that your pool of potential customers is large enough to generate revenue sufficient to keep your business growing. The more solid your information is here, the better. Show that your numbers come from a reliable source rather than being just plucked out of thin air. Also, be careful not to establish that your market is too large to be reached cost effectively.

	Note some of the current market trends—those developments that will impact on your future business activities. Some trends will be helpful, others will be negative. Be sure to include both so that the reader gets a balanced feel for how buying patterns are evolving over time.




Key Thoughts

"A strong target market definition is:

Definable: it identifies the specific characteristics potential customers have in common

Meaningful: these characteristics directly relate to purchasing decisions

Sizable: the number of those potential customers is large enough to support your business

Reachable: you can afford ably and effectively market to them."

Rhonda Abrams





要素4　竞争对手分析　
英文



主要观念

竞争对手分析是实际评估竞争的状况，说明市场上类似产品或服务的优势。最好还要详细说明自己差异化的做法，证明自己可以赢得顾客的青睐。

支持概念

不管你打算提供什么样的产品或服务，一定会有其他企业跟你竞争同一群顾客。市场上存在竞争对手是好事，因为至表示你的目标市场是值得竞逐的。如果在事业计划书说明自己没有竞争对手，这透露下列两项讯息：


	你不了解市场的实际状况，或是

	你打算提供的产品或服务没有市场



即便市场上没有跟你一模一样的产品，也很可能会有类似的产品，而有些顾客目前就在购买和使用这些产品。这么一来，你的企业面临的挑战就变成是要吸引顾客改采更优质的解决方案。在大多数情况下，这会比从头开始教育消费者采用全新的商品要容易得多。

对竞争对手了解得愈透彻，事业计划书就愈有说服力。竞争对你有好处，因为竞争可以让你时时警惕自己，同时也表示你的目标市场是值得竞逐的。如果让阅读的人觉得，你能够吸收竞争对手的经验，这会对你非常有利。

要针对事业计划书严谨地分析竞争对手，必须做到下列几件事情：

明确指出竞争对手——包括销售类似产品的直接竞争对手，以及用替代产品或服务竞逐同一群顾客的间接对手。思考要全面，例如网络商店和在目标市场上有实体店面的对手都必须纳入考虑。要深入掌握每个竞争对手的优势与劣势，以及他们偏好的竞争基础。

锁定你每天要面对的竞争对手——并且要能坦率地讨论下列几个项目：


	竞争对手的品牌优势

	竞争对手的发展历程与市场地位

	竞争对手成长或衰退的证据

	竞争对手的目标市场

	竞争对手的策略伙伴或结盟对象

	竞争对手握有的排他性契约

	竞争对手吸引顾客的原因

	竞争对手拥有的特定营运优势



判断个别竞争对手的市占率——并试着分析他们取得市占率的原因。明确说明市场领导厂商，并且分析他们成功的秘诀。蔑视竞争对手的成就很容易，但是要做好心理准备，竞争对手在市场扎根已久，你很难夺取他们的领导地位。分析市场既有的竞争对手非常重要，原因包括下列几项：


	产业标准是由竞争对手设定的

	竞争对手对顾客期望有深远的影响

	竞争对手拥有充分资源

	市场领导厂商会运用策略维系自己的市场地位

	现有竞争对手可能会降价来维持市占率

	可能有相当多的消费者已经被竞争对手锁定

	可能很难说服消费者转换供货商

	有很多竞争对手可以让市场活络



进行竞争对手分析——也就是逐项条列竞争对手各自的优点和缺点。这么一来，可以了解每家企业的市场地位，并看看在这样的市场态势下自己有没有可以利用的商机。接下来可以探讨借由从竞争对手的优势或弱点，让自己获利的方法。

强调自己的竞争优势——并且让阅读的人了解，自己要怎么把竞争对手的弱点，转换成自己的优势。例如，你可以明确说明自己要在下列项目上跟对手竞争：


	价格

	产品功能

	便捷的购买通路

	更完善的营销计划

	更广或更明确的目标产业

	稳健而受信赖的品牌

	独家销售、配销或供应协定

	其他营运效能

	优异的技术或是先进的工具

	更卓越的市场反应能力与弹性



实际评估进入障碍——并且观察未来有哪些可能的竞争对手。阅读事业计划书的人当然会想知道，短期内会不会有大批类似的企业想要利用同样的商机。必须明确说明竞争对手要利用这些商机，必须克服哪些进入障碍。通常，进入障碍包括下列几种型式：

专利、商标，或其他形式的知识产权

高进入成本

拥有业界少有的专业能力

市场饱和

授权或政府法规的限制

稳固的人际关系


关键思维

“即便你打算销售突破性新技术之类的全新产品，还是得预期竞争对手出现的可能性。市场上或许还没有可以相提并论的产品，但是很有可能已有其他产品可以满足市场需求。就拿复印机来说，当时复印机是同类型产品的首例，但还是必须面对竞争，因为大家早就在用复写纸和油印机来复印文件了。”

蓉达·雅布兰





Component 4　Competitive Analysis　
中文



Main Idea

This is a realistic evaluation of the strengths of those offering a comparable product or service in the marketplace. You should also include details on how you will differentiate yourself so that customers will choose you.

Supporting Ideas

Regardless of what you plan on doing, other companies will already be trying to serve the same customers as you. Existing competition is a good sign because it indicates you have targeted a viable market. If you state in your business plan that you have no competition, that will suggest:


	You don't understand the realities of the marketplace; or

	No market exists for what you plan on offering



Even if there is no directly comparable product available, there will probably be something similar that people are currently buying and using. Your business challenge then becomes getting people to switch to a better solution. In most cases, this is easier to do than educating a brand new market from scratch.

The more thoroughly you understand your competition, the stronger the case you can make in your business plan. Competition is good because it keeps you on your toes as well as signaling that a worthwhile market exists. If you show that you are learning from what your competitors do right or wrong, that will stand you in good stead.

To develop a good competitive analysis for your business plan:

Identify your competition—both the direct competitors who sell similar products and your indirect competitors who are competing for the same consumer dollars offering a substitute product or service .Think expansively. For example, don't forget to include web based businesses as well as those that have a physical store within your target market. Be fully aware of the strengths and weaknesses of each competitor, and the basis on which they prefer to compete.

Zero in on the competitors you will face day in and day out—and be able to discuss openly and honestly:


	The strength of their brand names

	Their history and market standing

	Evidence that their businesses are growing or declining

	The target markets they are serving

	Their strategic partnerships or alliances

	Any exclusive arrangements they have in place

	What makes them attractive to customers

	Any specific operational advantages they have



Determine your competitors' respective market shares—and try to analyze why that has come about. Specify who is the market leader and break down the secrets of their success. It's easy to be dismissive of what others are doing, but you have to anticipate that entrenched competitors will be hard to dislodge. The existing competitors in any market are important to analyze because:


	They set the standards for the industry

	They influence customer expectations to a large degree

	They have resources to spend

	Market leaders use strategies to maintain their position

	The incumbents may cut prices to maintain market share

	There may be considerable consumer lock-in

	It may be difficult for consumers to swap suppliers

	Numerous companies create a vibrant marketplace



Develop a competitive analysis—meaning you rank all of your competitors' strengths and weaknesses. In this way, you can form a view of how each firm is positioned in the marketplace and whether or not this creates opportunities you may be able to exploit. You can then discuss how you will be able to benefit from a competitor's specific strengths or weaknesses.

Highlight your own competitive edge—and show how you intend to make a competitor's weakness in some area become one of your own strengths. For example, you may specify that you will compete on any of the following attributes:


	Price

	Product features

	Access or convenience

	Better marketing programs

	A wider or narrower choice of industries served

	A well established and trusted brand

	Exclusive sales, distribution or supply arrangements

	Other operational efficiencies

	Superior technology or state-of-the-art tools

	Greater market responsiveness and flexibility



Realistically evaluate any barriers to entry—and look at who your potential future competitors might be. Its natural for the business plan reader to wonder whether a flock of similar companies to your own will also attempt to exploit this same opportunity in the near future. You need to specify what barriers they would need to overcome to do that. Most often, these barriers exist in the form of:

Patents, trademarks or other intellectual property rights

High start-up costs

The possession of hard-to-find expertise

Market saturation

Licensing requirements or government regulations

Established personal relationships


Key Thoughts

"Even if you are trying to sell a new type of product, such as a groundbreaking new technology, expect competition. There may be no comparable product on the market, but there's probably something else that fits the market need. Take the photocopier, for instance. It was the first product of its kind but still faced competition. People were already duplicating documents using carbon paper and mimeograph machines."

Rhonda Abrams





要素5　营销暨销售计划　
英文



主要观念

营销暨销售计划详细地说明了自己接触潜在顾客，以及促成销售的方法。这部分内容必须要有具体的营销计划、有效的业务团队，以及适切的销售技巧和能力。

支持概念

以事业计划书来说，销售与营销有完全不同的功能。明显的差异有下列几项：


	营销活动是指，所有让消费者注意到你产品或服务，以及说明产品有哪些效益的活动。营销可能包括刊登广告、设计型录或产品简介、架设官方网站、从事公关活动、参展，以及提供免费试用品等。

	销售活动是指，促使消费者购买产品或服务的活动。销售活动是跟潜在顾客的直接互动，可能包括了面对面讨论、电话营销、电子商务、邮寄传单、在线购物，或是其他销售方式。销售活动的地点可能是在店面、在家中或是办公室、在网络上、透过邮件、在展场，以及各种其他的场合。



基本上，营销暨销售计划在事业计划书中的功能是，让阅读的人觉得，你有办法说服顾客购买你的产品。投资人希望看到下列几项要件：


	营销计划符合成本效益

	你已经组成了有效的业务团队

	计划完善，销售方法也很适当



要达成上述目标，必须做到下列几件事：

整理出自己要传达的主要营销讯息——可行的方法通常是，想出一句广告标语，然后让所有讯息都绕着这句标语来规划。广告标语最好要简单而直接。以下提供几个不错的例子：


	“Just Do It”——耐克

	“因为你值得”——欧莱雅

	“好事达照顾你”——好事达保险公司

	“你在哪里，Visa就在那里”——Visa

	“在你的世界生活，到我们的世界玩乐”——Play Station 2



描述各种营销管道——并且让阅读的人觉得，这些营销管道是适合你企业规模的。从许多方面来说，这部分内容会是你的营销计划，说明自己运用营销预算，以及让消费者认识你公司的计划。营销有许多种做法，例如：


	架设企业官方网站

	印制产品简介等文宣资料

	刊登网络广告

	在传统媒体刊登广告

	购买传播媒体的广告时段，例如电视、广播等

	制作印有公司商标的宣传赠品

	加入个人或专业社团

	参与各种公关活动

	邮寄传单

	参加专业的商展

	在贸易期刊登广告

	借由现有顾客推荐，打造客户转介网络

	把产品搭配赠品一起销售

	跟没有竞争关系的企业交换顾客邮递名单

	进行联合营销活动



明确说明所有自己打算采用的其他销售与营销策略——可能包括下列几项策略：


	与其他企业策略结盟

	合办营销宣传活动

	取得或同意授权

	签订配销协定

	利用批发商扩大产品范围

	与代理商或中间商合作

	签订多层次营销协议



描述自己的业务团队——并且说明业务团队促使顾客购买的实际方法。业务团队是顾客与企业间重要的连系管道，要详细介绍这群扮演关键角色的人员。业务团队的结构，应该要符合公司的销售方法，成员可能包括内勤的业务人员、实际到潜在顾客家中或办公室拜访的外勤业务人员，还有以收取佣金为主的独立业务代表。同样地，业务团队可能是由全职与兼职的人员、独立业务代表，甚至是别家公司的员工组成的。说明自己支付业务人员薪资的方式，以及销售成绩亮眼时，发放红利以及其他奖金的办法。


关键思维

“许多事业计划书都把市场规模描绘得非常大，认为只要争取低比率的市占率，就足以创造大笔收益，却没有告诉银行主管，促使顾客购买产品或服务的原因。计划书应该要仔细描述顾客结构，并且清楚说明募资企业的产品或服务，要怎么迎合顾客需求。创业者必须让阅读的人了解，自己的产品或服务吸引目标潜在客户的原因，不能只是说明有多少潜在客户。更宏观来说，创业者应该要描述市场的特质，例如这个市场是不是有地理上或是文化上的特性，然后把市场和争取顾客的方式连结起来。举例来说，如果创业者要销售的产品是铲雪设备，那么在计划书里就应该要谈及目标客户（可能在北边），以及这些客户是政府机关、企业、一般消费大众，或是上述对象的组合。另外还可以借由计划书的其他部分强化对市场的描述，例如说明消费者购买的时机、季节性现金流量的影响等议题。”

派屈克·桑德考克　企业金融集团哈利斯银行主管





Component 5　Marketing and Sales Plan　
中文



Main Idea

This plan details how you will reach potential customers and actually go about securing sales. This will require realistic marketing, an effective sales force and appropriate sales techniques and capabilities.

Supporting Ideas

From a business plan perspective, sales and marketing have entirely different functions. Specifically:


	Marketing activities are all the things you do to make consumers aware of your product or service and its benefits. Marketing may include advertising, developing sales brochures or product information sheets, developing a company website, doing public relations activities, attending trade shows or other exhibitions and offering free samples of your product.

	Sales activities are where you ask a consumer to buy what you have to offer. These are direct interactions with potential customers. Sales may include person-to-person discussions, telemarketing, e-commerce, direct mail, online sales or selling merchandise in some other way. Sales may take place in a store, in a person's home or place of business, online, through the mail, at a trade show or in a number of other settings.



In essence, what you're doing in this section of your business plan is showing that you can convince customers to actually buy what you have to offer. Investors are looking to see:


	That you approach marketing cost effectively

	That you have an effective sales force ready to go

	That you are organized and use appropriate sales methods



To do this:

Summarize what your main marketing message will be—which is usually achieved by having a slogan or tagline that everything gets built around. Your tag line should be simple and direct. Some good examples:


	"Just do it."—Nike

	"Because you're worth it."—L'Oreal

	"You're in good hands with Allstate."—Allstate

	"It's everywhere you want to be."—Visa

	"Live in your world .Play in ours."—Play Station 2



Describe your various marketing vehicles—and show that they are a good fit for the size and scale of business you run. In many ways, this will be your plan for how you will spend your marketing budget to get your company's name in front of people who can buy. There are loads of options here:


	Develop a company website

	Print product brochures and other sales materials

	Do some Internet advertising

	Run more traditional media advertisements

	Purchase broadcast media ads—TV, radio, etc.

	Buy promotional items with your logo on them

	Join personal or professional networks

	Undertake various public relations activities

	Harness direct mail

	Use professional exhibitions or trade shows

	Advertise in trade publications

	Develop referral networks from existing customers

	Bundle your product with complimentary products

	Swap mailing lists with non competing companies

	Run some joint marketing initiatives



Identify all the additional sales and marketing strategies you intend to use—which may include:


	Strategic partnerships with other companies

	Cooperative or joint marketing promotions

	Licensing arrangements and agreements

	Distribution arrangements

	Using wholesalers to extend your product coverage

	Working with agents or brokers

	Multilevel marketing arrangements



Describe your sales team—and set out how they will actually get people to buy. Your sales team is the vital link between your company and your customers. Give a thorough explanation of the people involved in this key function. The structure of your sales team should match your sales approach, and may consist of inside sales people who work from your premises, outside sales people who go out to visit potential customers at their homes or offices and independent sales representatives paid on a commission basis. Similarly, your sales team will probably be made up of full-time and part-time personnel, as well as independent sales representatives and even employees working for a different company altogether. Explain how you pay your sales team and how they can earn bonuses or other incentives by selling more.


Key Thoughts

"Many business plans describe huge markets and note that capturing a small percentage equates to large revenues, but this doesn't tell the banker why even one person will buy this product or service. The plan should describe the customer in detail and make clear how the venture's product or service meets the customer's need. The entrepreneur needs to show why the product or service is a compelling purchase to its target potential client, aside from the issue of how many potential clients are out there. On a more' macro' front, the entrepreneur should describe the nature of the market (is it geographically specific? culturally specific?) and make a connection between the market and the customer acquisition approach. For example, if an entrepreneur has a snow removal product, the plan should discuss the target clients (likely in the north) , and whether they are government, businesses, consumers, or a combination. Other sections of the plan will reinforce this market discussion by noting such things as when the buyer's purchasing decisions are made, seasonal cash-flow implications, and similar issues."

Patrick Sander cock　Banker, Harris Bank Business Banking Group





要素6　营运计划　
英文



主要观念

营运计划是说明经营的方式，彻底阐释自己经营公司的方法。理想上，这部分内容要包含自己在营运等面向上的竞争优势，而这些优势是市场上现有对手没有的。

支持概念

营运计划要能让阅读的人觉得，自己具有打造成功事业的能力。要给人这样的印象，就要简单列出自己让公司各个部门运转的方法。这些方法可能包括生产作业、存货管理，以及把产品或服务配销给顾客的方式。必须让阅读的人觉得，自己已经全盘考虑过订单履行的每项步骤，让自己的企业可以每天正常运作。

一般说来，完善的营运计划包含下列几项要素：


	地点与设备——你打算在哪里完成生产作业及业务活动。投资人会希望了解你为什么选择这些地点完成各项作业，以及这些地点对物流来说有什么益处。

	生产流程与质量控管——你打算制造产品或服务的方式。投资人也会想要了解，你确保产品质量稳定的方法。

	存货控管——因为存货可能大大影响你公司的获利能力。投资人会希望了解，你有能力有效管理存货。

	供应与配销方式——可以供应生产所需原物料的厂商名单，以及可以把成品送到顾客手中的厂商名单。稳健的供应与经销关系，可以帮助你的企业保持营运稳定，并且在向前迈进的时候维持强有力的优势。

	订单履行与顾客服务——设计交货流程，可以有效率地把货物交付给顾客。投资人会希望了解，你有没有能力提供充分的服务和售后服务，让顾客满意。

	设备与技术——你有没有使用最先进的设备来经营事业。如果你还没有这么做，投资人可能会认为，如果有资本更雄厚的竞争对手出现，这个对手就能够取得这项竞争优势。

	财务控管制度——你有没有正式的流程与程序，可以快速而准确地管理公司财务。投资人希望了解，你的管理团队能不能及时取得必要的财务信息、能不能准时付款，甚至有没有预防诈欺的制度。



要记住的是，事业计划书不是营运手册。撰写计划书的目的，不是要你巨细靡遗地交代所有细节，反而只须让阅读的人觉得，你很清楚让企业运作的各项必要细节就可以了。如果你的事业构想很单纯，运用的又是标准技术，那么这部分内容可能就非常简短。相对地，如果你的事业是全新概念，或者运用的是尖端科技，那么可能就要更仔细地交代这部分内容。你不必一步步说明公司运作的模式，但是必须让阅读的人相信，你对公司运作掌握得非常清楚。

要针对事业计划书写出真正有内容的营运计划，必须做到下列几件事：

根据营运模式取决关键的营运要项——并且用主要篇幅说明对公司成功最重要的要项。针对自己选则的每项关键营运要项，撰写一小段说明，阐释这项要项重要的原因。

强调自己的营运优势——也就是自己能够挤压出营运效能的地方，这样的效能是其他竞争对手难以匹敌的。你可以借此迂回地自我推销，让阅读的人觉得，你的营运决策能够提升公司获利，让公司比竞争对手更具有优势。说明自己在订定营运策略时做了哪些取舍，并且说明取舍的理由，对你也有帮助。潜在投资人会非常想了解上述信息。

指出自己观察到的未来营运挑战——并且让阅读的人了解，自己认为有哪些解决方案是值得实行的。观察自己所属的产业会遇到哪些营运问题，并且说明自己会采取哪些计划克服这些问题，还要附上成本效益分析。同样地，这部分内容最主要的目的，是要让阅读的人觉得，你有能力克服短期内会面临的额外挑战，并且让他们感受到你有长期经营的决心。


关键思维

“一般说来，计划书必须让阅读的人看到事业构想、执行计划与竞争对手分析。计划书最重要的部分，就是提出构想或说明，也就是事业概念。计划书不能只让阅读的人看到构想的内容或执行办法，还要让他们看见所谓的‘独家配方’，也就是这家募资企业的创办人想出来，而其他人没想到的点子。你还会想了解这个点子有没有市场，以及有没有办法实际执行。可能会有人说：‘我有个点子，土星旅游。’没错，土星旅游是有市场，却做不到。有很多天真的点子，听起来就跟土星旅游一样，不仅做不到，而且浪费时间。你不会相信，竟然有那么多创业者还为这样的点子辩护。”

恩索·托雷西　欧洲投资公司天使投资人兼创办人





Component 6　Operations Plan　
中文



Main Idea

This is an explanation of how you will run your business from beginning to end. Ideally, this will include some operational or other factors that will give you a competitive advantage over the market incumbents.

Supporting Ideas

In this section, you want to show the reader that you've got what it takes to make your business a success. You do this by briefly outlining how you will execute whatever functions are needed to run your business. This may include manufacturing, managing your inventory levels and then delivering your product or service to the customer. You need to show that every step of the order fulfillment process has been allowed for and covered on an ongoing day-to-day basis.

Generally speaking, a good operational plan will have these elements:


	Location and facilities—where you plan on carrying out your manufacturing and sales activities. Investors will want to know why you have chosen your locations and what their benefits are from a logistical perspective.

	Production processes and quality control—how you plan on making whatever you want to sell, whether that is a product or a service. Investors will also want to know how you plan on ensuring that you deliver a consistently good product.

	Inventory controls—because this can have a major impact on your firm's profitability. Investors will want to know that you can manage your inventory levels effectively.

	Supply and distribution arrangements—who you can rely onto supply the raw materials you need and then get the finished goods physically into the hands of your customers. Established relationships in these areas gives your business stability and staying power as you move forward.

	Order fulfillment and customer service—the procedures forgetting goods to customers in an efficient manner. Investors will want to know whether you can provide adequate service and support services to keep your customers happy.

	Equipment and technology—whether you're taking advantage of state-of-the-art equipment to run your business. If you're not already doing that, an investor may see this as an area where a competitor with deeper pockets will be able to gain a competitive advantage.

	Financial control systems—whether you have formal processes and procedures in place by which financial matters can be managed promptly and accurately. Investors want to know whether your managers get timely information they can use, whether you pay your bills on time and even whether or not you have a system in place to detect fraud.



Keep in mind that your business plan is not an operations manual. It is not intended to go into everything in too much detail. Instead, you're simply trying to demonstrate that you under-stand all the nitty-gritty details of how your business needs to work. If you have a very simple business using standard technology, this section can be very brief. Alternatively, if your business is new or cutting-edge high tech, you might want to go into more detail in this section of your business plan. You don't need to provide a step-by-step guide on how your company works, but you do need to convince the reader of your business plan that you know what you're doing.

To develop a worthwhile operations plan section for your business plan:

Determine the key operational elements that relate to your business model—and focus on the ones that are most central to your company's success. For each key operational factor you choose, include a brief paragraph explaining the reasons why that factor is important.

Highlight your operational advantages—where you have been able to squeeze out efficiencies others will struggle to match. This is where you can do a soft sell. You demonstrate how the operational choices you've made enhance your company's bottom line and give you an edge over your competitors. It's also helpful here to explain any trade-offs you've made and your rationale for doing so. All of this will be of great interest to potential investors.

Address any future operational challenges you can see on the horizon—and provide information about the potential solutions you see as being worth pursuing. Look at the operational problems that affect your industry and discuss your plans for overcoming these problems. Include a cost benefit analysis. Again, this is designed to definitively show that you're up to the added challenges you will be facing in the immediate future, and that you're in it for the long haul.


Key Thoughts

"In general, the plan has to show the idea, the execution plan, and an analysis of the competition. The most important part of the plan is the idea or description—the concept. It should not just show the knowledge or execution of the idea, but also what we call the 'secret sauce.' What has this founder figured out that others have not. You also want to know if there's a market, and if the idea can actually be executed. Somebody might say: 'I have the idea of going to Saturn.' Sure, there's a market, but it can't happen. There are a lot of naive ideas that sound like this；they can't be done and they're a waste of time. You'd be surprised how many entrepreneurs get defensive about that."

Enzo Torresi　Angel Investor & Founder, Euro Fund





要素7　管理团队　
英文



主要观念

管理团队的内容就是人事资料，包括经营企业重要成员的名单，还有个别成员的背景、资历，以及过去的表现等。这部分也要介绍未来会加入团队的成员。

支持概念

有些投资人喜欢先看管理团队的介绍。为了让投资人相信你已经组成了优秀的管理团队，可以运用下列几种方法：

特别介绍负责企业营运的重要成员——并且说明这些成员目前的职务，他们的经验、资历，还有教育背景等特点。通常，管理团队中最多会有5到6位重要成员。

设想未来公司发展时，必须具备哪些管理能力——以及在公司成长时，还要延揽哪些重要的管理人才。要让阅读的人知道，你很清楚要组成管理团队的话还必须延揽哪些人才，并且让他们了解，自己打算延聘这些人才的方法。如果你打算运用部分筹得的资金聘雇更多管理人才，也应该加以说明。

说明组织里其他人事架构——人事架构、从属关系，以及公司整体的组成方式，并且清楚交代可能的人事调整。如果你打算把某部分业务外包，也要说明外包的理由。说明公司各阶层员工的薪资水平，对你也有帮助，因为这样可以让阅读的人了解公司的薪资结构。如果手上有简单的组织架构图，也要把事业计划书里附上这个图表。

不要遗漏了董事会成员和顾问等人的信息——因为这些人可以为企业的信誉和实力加分。董事必须负法定责任，却也是提供产业知识的绝佳人选。顾问以及其他专业人事都可以提供重要的专业和实务知识，把这些人员纳入智囊团，并且简单说明这些人的背景。


关键思维

“我们首先会关注的企业特质，就是管理团队的素质。所有经验都显示，能在计划书中看到其他人对管理团队成员的好评、信任他们的才能，是很重要的。这一点确实是非常重要。你只要有不错的点子，不必是绝佳的点子，优秀的管理团队就有办法让你的点子成功。”

菲利浦·史莱恩　美国创投公司创投主管

“我会投资连办公室都还没找到的企业，这些企业有事业构想，而且在四处募资让自己的事业起步。在这个阶段最重要的就是点子、创办人跟执行长。”

恩索·托雷西　欧洲投资公司天使投资人兼创办人





Component 7　Management Team　
中文



Main Idea

This is information about the key people involved in running your business and their backgrounds, qualifications, track records and so forth. This is also where you describe the other people to be added in the future.

Supporting Ideas

Some investors turn to this section of your business plan first. To create confidence that you have in place a good management team:

Highlight the key people who run your business—and explain their current roles along with their experience, qualifications, education and other characteristics. Usually there will be about five or six key people involved at the most.

Project what your firm's future management needs will be as you move forward—and what key management people you'll need to bring on board as your business grows. Show you understand that other individuals are needed to round out your management team and provide some background on how you plan on recruiting those people. If you're planning on using some of the funds raised to hire more people for your management team, state that.

Describe the rest of your organizational staffing structure—how your staff is structured, reporting relationships and the overall makeup of your company. Indicate any anticipated changes in your staffing levels. If you plan on moving to outsourcing in any area, explain your rationale for doing so. It's also helpful to provide some information on compensation paid to staff at different levels of responsibility so the reader has a good feel for this. If you have a simple organizational chart available, incorporate that as a part of your business plan.

Don't forget to include information about your board members, advisors and consultants—because they will add credibility and substance to your business. Directors have legal responsibilities, but they are also a great source of industry knowledge. Advisors can provide impressive expertise and practical know-how. So too can consultants and other professionals. Include these people in your advisory team and describe them briefly.


Key Thoughts

"The first characteristic we look for in a company is the quality of the management team. In all cases, it's important to have the references and to feel good about the people on the team. That's really significant. You could have a good, but not great idea, and a good management team will do what it takes to make it successful."

Philip Schlein　Venture Capitalist, U.S. Venture Partners

"I finance companies that don't even have an office address yet. They have a concept, and they're shopping for money to get them off the ground. The only things that count at that stage are the idea, the founder and the CEO."

Enzo Torresi　Angel Investor & Founder, Euro Fund





要素8　发展计划与里程碑　
英文



主要观念

发展计划是简要描述公司发展的状况，说明自己的公司在几年后可以发展到什么程度，另外还要说明自己打算达成上述目标的做法，以及有哪些里程碑可以呈现自己预定计划进展的状况。

支持概念

相当程度来说，事业计划书是指引企业未来发展方向的地图。有鉴于此，必须让阅读的人清楚了解自己设定的最终目标。要达成这个目的，必须做到下列几件事：

订定公司长期目标——也就是公司在5或10年后应该要达到的规模。可以利用市占率、营收水平、员工人数，或是其他合理的指标，明确说明自己想要达成的规模。

设定里程碑，让外界看见公司的进步——里程碑就是公司达成的特定成就，表示自己正朝正确的方向发展。设定里程碑非常重要，因为里程碑可以简单明了地显示出，自己是达成目标了，还是有待努力。你也可以提出自己为了达成各项里程碑的明确步骤。

评估企业面临的风险和挑战——个别企业会遇到哪些风险和挑战，通要视个别企业状况而定。风险和挑战包括下列几项：


	竞争对手削价竞争的风险

	整体经济情势改变的风险

	供货商倒闭的风险

	成本大幅上升等财务风险

	无法让企业成长，或是无法管理成长的风险

	整体经济衰退的风险



探究可能的退场策略——即使你打算无限期地参与企业营运。尤其，投资人会希望确保自己的投资，在未来特定的时间能够收回。你设定的退场策略会改变自己打造企业的方法。如果你打算让自己的企业在未来某个阶段被并购，那么跟打算把企业交给子女比起来，你的决策就可能不同。投资人当然会希望了解自己收回资金的方法。事业计划书的这个部分，应该要说明退场策略。最常见的退场策略包括下列几项：


	让公司上市

	让公司被其他企业并购

	出售企业套现

	和其他企业合并

	请部分股东吃下其他股东的股份

	把营运模式开放授权或加盟

	把公司交给子女

	结束营业




关键思维

“没有企业会打从一开始，就完全按照当初撰写的事业计划书来经营。有很多次，对方在我投下资金之后，完全翻转自己的事业构想。这其实没有关系。我总是说，只要管理团队够聪明，他们自然会想出办法。管理团队很清楚自己经营的大方向。如果证据明明显示某项做法行不通，企业却硬要坚守特定做法，这才是个问题。如果创办人沈迷在某个构想里，根本不知变通，我们会说这种人患了‘创业症候群’。我通常把计划书看作是‘Z’字型的地图，你就是得找到适切的转折点。这就是为什么我会去找那些承认错误的人，这样的人勇于承认自己转错弯了。”

恩索·托雷西　欧洲投资公司天使投资人兼创办人





Component 8　Development Plan and Milestones　
中文



Main Idea

This is concise description of where your business will be several years from now along with information on how you plan to get there and the milestones that will mark progress on this planned development path.

Supporting Ideas

To a great degree, your business plan is a road map for where your company is heading in the future. With that in mind, you want to provide a clear sense of what you see as your ultimate destination. To achieve this:

Define your company's long-term goals—what you expect your company to look like five or ten years from now. You can specify this in terms of market share, revenue level, number of employees or whatever other metrics make sense.

Set out some of the milestones that will show you are making progress—specific achievements that will show you're heading in the right direction. Milestones are worthwhile because they are clear and concise, and you either achieve them or fall short. You might also mention what specific steps you're taking to reach your milestones.

Assess the risks and challenges you face as a business—which will usually be your own unique mix of:


	The risk that competitors will drive down prices some way

	The risk that the general economic climate may change

	The risk that your suppliers may go out of business

	Financial risks, like the risk that your costs may rise substantially

	The risk that you won't be able to execute or manage growth

	The risk that the overall economy may decline



Explore your potential exit strategies—even if you plan on staying involved in your business indefinitely. Investors, in particular, want to feel confident that they can liquidate their investment at some specific time in the future. Your projected exit strategy will change how you build the business. If you plan on being acquired at some stage in the future, you would probably make different decisions as opposed to those you'd make if you were planning on handing the business down to your children. Investors naturally want to know how they will eventually get their money back. This section of your business plan should explain that. The most common exit strategies are:


	To take your company public

	To be acquired by another company

	To sell your company for cash

	To merge with another firm

	To have some shareholders buy out other shareholders

	To license or franchise the business model to others

	To give your company to your children

	To close the business down




Key Thoughts

"At the beginning, no company adheres exactly to the initial business plan. Many times, I've seen a complete reversal of the idea after giving someone money. It's not really a problem. I always say, if it's a smart team, they'll figure it out. They know the general direction in which they're going. It's much more of a problem if a company sticks to a particular course in spite of evidence that it's not going to work. Sometimes we call that 'founderitis,' when founders are so consumed by an idea and won't change their minds. I generally see the plan as a zigzag. You've just got to find the right zig. That's why I look for people who don't mind admitting they might have the wrong zig."

Enzo Torresi　Angel Investor & Founder, Euro Fund





要素9　财务说明　
英文



主要观念

财务说明就是一套完整的财务报表，可以让阅读计划书的人了解你企业目前的财务状况，以及预期会对企业的未来财务目标造成什么影响。你也必须把自己推估的财务状况加进财务说明之中。

支持概念

要撰写可靠的事业计划书，至少要包括下列几项必要的基本财务数据：


	损益表——总结在一段时间内，有多少资金流入和流出你的企业。这份报表有时候也称为“合并损益表”，因为从这份报表可以看出你的公司有没有获利。一般说来，你必须制作未来一年的月损益表，以及之后2到3年的各季损益预测。

	现金流量预测——可以看出银行户头里有没有足够的资金支应各项到期的应付帐款。这份财务报表可以看出你每个月的现金支配状况，同时可以反映出货跟实际收款之间的落差。现金流量预测还可以反映支付原料成本的时间，以及其他所有让公司持续营运的必要收支项目。现金流量对于成长中的企业来说可能是个棘手的问题，或许有必要透过一些财务操作调节现金，例如调整信用额度或是短期超支等。从现金流量预测中，最好要能够看出自己在财务上必须预先做哪些调节安排。

	资产负债表——表中会列出所有的资产与负债，让阅读的人能够判断你的企业在某个时间点的价值。资产负债表分成两部分，这两部分的数字必须相等。这两个部分包括：
	上半部列出所有资产——现金、存货、房地产、设备，以及应收帐款等

	下半部是所有负债的合计——应付帐款、贷款，以及薪水支出等。如果企业的资产大于负债，差额就是企业的净值，净值会归在股东权益或是保留盈余项下。





	制作资金来源运用表——从这份报表可以看出你的资金需求、募资方式，以及资金运用规划。投资人或放款人会希望了解，你针对募得的资金订定了明确的运用计划。理想上，投资人会希望募资企业把资金用来提升企业价值，而不是偿还旧债。如果能够清楚说明自己已经获得其他管道的承诺，愿意投资你的企业，或是你个人要投注资金在自己的企业上，也会对你有帮助。这份报表可以让阅读的人觉得，你已经仔细而审慎地思考过整体的资金规划。

	制作其他能够让事业计划书更扎实的财务报表——或许可以采用下列几种格式：
	销售预测——营收数字的基础

	人事预算——通常是最大额的单笔支出

	营销预算——反映让公司成长的计划

	损益平衡分析——反映最低销售额

	存货细目与分析

	专业服务预算

	资本支出预测







目前大部分经营稳健的企业都会聘请会计师或是其他专业人士，协助公司制作财务报表。另一种做法是，购买固定格式的电子表格，这种电子表格能够帮助你更快速制作财测报告。例如，你可以在www.PlanningShop.com
 ，买到成套的财务电子表格。

根据一般的经验法则，潜在投资人会希望看到跨年度的财务报表，例如：


	对新创企业来说，财务报表应该包含3个年度——第一年的每月报表，以及第2与第3年的每季报表。

	对经营稳健的企业来说，预估的财务报表应该包含未来3个年度，还必须加上过去3到5年的财务报表。

	对寻求创投资金的企业来说，一般必须制作5个年度的财务预估。在这样的情况下，通常可以提供第一年的月报表、第2、3年的季报表，以及第4、第5年的年度预测。



事业计划书完成之后，还必须考虑下列几件事：


	如果你有其他信息希望让潜在投资人了解，就要把这些信息当作附录，附在计划书本文之后。附录可能包括媒体的正面报导、意向书、更详尽的制造流程图，还有公司简介或其他营销信息；也可以在这部分附上专利文件或其他技术信息。

	撰写自荐函，跟事业计划书一起寄给对方。自荐函也是要愈精简愈好，尽量简短，或许只要说明下列几项重点：
	提及介绍人的名字

	说明自己认为投资人会有兴趣的原因

	企业的本质以及目前的发展阶段

	希望募得的金额，以及希望透过贷款或是投资的方式募资

	你会进一步联系的时间





	想想看，有什么方法可以用短短几句话描述自己的计划书——这就是所谓的“电梯营销”。电梯营销就是要在搭乘电梯的短暂时间里，简短介绍自己的公司、产品或服务、商机，还有竞争优势。如果做得到，就表示你确实非常了解自己的企业，可以一再地利用电梯营销的内容跟潜在投资人面谈、寄送电子邮件、在各种聚会场合自我介绍等。




关键思维

“特别是对投资人与放款人来说，事业计划书就是你的名片。一定要让计划书呈现出公司最优秀的一面，并且帮助企业更接近目标。把计划书寄给任何潜在投资人之前，再从头到尾读一遍，有必要的话还要再更新内容。修改计划书，让内容可以反映企业最近的新变化（包括新的人事数据），并且加入上个月或是上一季的最新财务信息。计划书不要一次印太多份，这样才不会为了用完计划书，把旧版的计划书寄给潜在投资人。”

蓉达·雅布兰





Component 9　Financials　
中文



Main Idea

This is the set of financial statements that show the current financial status of your business along with the projected impact of your company's future financial goals. This also includes the assumptions you make.

Supporting Ideas

To have a credible business plan, you'll at least need to cover the essential bases in this area:


	Your income statement—which summarizes the amount of money coming into your business and where it goes out for a specified period of time. This statement is sometimes referred to as a Profit & Loss statement because it reveals whether or not your company is profitable. Generally, you'll need to develop a monthly income statement for the coming year and then quarterly income statement projections for the next two or three years after that.

	Your cash-flow projections—which shows whether you have enough funds in the bank to cover your bills as they fall due. This financial statement shows your month to month cash situation, taking into account the normal lag between when you make a sale and actually get paid. It also takes into account when you have to pay for your materials and all the other factors that must be allowed for if you are to stay in business. Cash flow can be tricky for a growing business, and arrangements for lines of credit or temporary overdrafts may be needed. This statement should show what's required.

	Your balance sheet—which lists all your assets and liabilities so that the reader can determine what your business is worth at some specific point in time. Balance sheets are divided into two parts that are always numerically equal:
	A top section where all assets are listed—cash, inventory, real estate, equipment, accounts receivable, etc.

	A bottom section where all liabilities are totaled—accounts payable, loans, payroll, etc. If the assets of the company exceed its liabilities, the difference is the net worth of your enterprise, and it will show up in this section as shareholders' equity or retained earnings.





	Prepare a sources and use of funds statement—which will show how much money you're attempting to raise, where you plan to get it and what you're going to do with it. Investors or lenders want to know that you have specific plans for the money you raise. Ideally, they want to see this money used to grow the value of the business rather than to repay old debt. It's also helpful if you can indicate that you have commitments from other sources who are prepared to put money into your business, or that you are injecting some funds personally. This statement shows you've thought everything through carefully and judiciously.

	Develop any additional financial statements that will add substance to your business plan—perhaps in the form of:
	Sales projections—the basis of your revenue numbers

	Staffing budgets—often the single largest expense

	Marketing budget—to show how you plan on growing

	Break-even analysis—showing sales requirements

	Inventory details and breakdowns

	Professional services budget

	Projected capital expenditures







Most existing businesses will already have an established relationship with accountants or other professionals who will be able to assist in the development of these financial statements. Alternatively, it is also possible to purchase worksheets that have already been formatted and that can be used to develop these financial projections faster. For example, a comprehensive financial worksheet package is available for purchase at www.PlanningShop.com
 .

As a general rule of thumb, potential investors will expect your financial statements to cover these time periods:


	For a new business, the statements should cover three years—monthly for year one and quarterly for years two and three.

	For an existing business, the forward-looking financial statements should cover the next three years, plus you will need to include your historical financial statements for the past three to five years of operation.

	For a business seeking venture capital, you will generally need to develop five-year financial projections. In this case, it is generally acceptable to show the first year monthly, years two and three quarterly and then years four and five as annual projections.



Once your business plan is finished, there are a few other things you need to consider:


	If you have other information you want to make available to potential investors, incorporate them in an appendix at the end of the business plan. This may include positive media articles, letters of intent, more detailed manufacturing flow charts and copies of your brochures or other marketing information. You might also want to include copies of patents or other technical information in this way.

	Develop a cover letter you can send out with your business plan. This is an area where once again less is more. Keep it simple, perhaps covering just a few key points:
	The name of the person who provided an introduction

	An indication why you think the investor may be interested

	The nature of your business and its stage of development

	The amount of funds sought, as a loan or as an investment

	When you will contact the person to follow up





	Think about how you can describe your plan in a few sentences—what is called an "elevator pitch." This is a brief description of your company, your product or service, your market opportunity and your competitive advantages all delivered in about the time it takes for an elevator ride. If you can do this, then you genuinely understand your business. You'll use your elevator pitch over and over as you talk with potential investors, send them e-mail, introduce yourself at networking events and so forth.




Key Thoughts

"With investors and lenders in particular, your business plan is your calling card. Make sure its presentation puts the best face on your business and helps move your company closer to its goals. Before you drop your plan in the mail to any new financing source, give it another read-through, and if necessary, update it. Revise the plan to reflect recent developments (including new personnel), and bring financial information up to the close of the last month or quarter. Avoid printing too many copies at once so you're not tempted to send out an old plan just to get through the stack."

Rhonda Abrams





在地观点

事业计划书的时光面貌


王莉



财团法人台湾工业银行教育基金会执行长


无庸置疑，台湾是创业天堂。目前在台面上的知名业界人士，多数都有一页辛苦创业史，而保守估算高达90万家的台湾中小企业，无论匍匐前进或大步向前，都是在创业的路上，寻求未来的美景。

台湾的社会发展有多久，创业的故事纪录就有多久。然而现在和过去的创业思维、创业方法、创业模式，甚至创业期待，都有很大的不同。本期《大师轻松读》原著作者所强调的“事业计划书”，在40、50年前的台湾社会，并没有人会视为创业的基本要点。记得有一位朋友的父母，也是白手起家、创业有成，老人家和我们晚辈聊天时，最常用的起头故事是，“当年，我们就带着2双筷子、2片碗离开家，就这样开始做起小生意……”这是典型的40年代创业，台湾光复之后的社会资源重分配，等于是“机会”的释出，提供创业者绝佳的环境。

猎取机会的重要性，在民国60年代之前，都是国人创业的最大重心。物换星移之下，经济发展把创业活动带着改变，80年代以来的竹科创业模式，凸显“机会”之外的其他条件，如团队、技术，扮演起创业能否成功的关键因素。已推动7年的“台湾工业银行WeWin创业大赛”，算一算开始自第一波网络世代期间，由于网络的虚拟，要想象出营业、绩效有其困难之处，事业计划书的拟订开始受到重视。本期原著作者在著作上的相关想法，若是出版在10年之前，且国内出版社亦着手中文版，相信能吸引到不少的读书迷。如今，全世界的科技、管理已是另一番局面，第2波网络潮也在Google.com
 的带动下俨然成形，这些前后世代的极大差异，对于创业人士、有意投入创业者，甚至下一世代的年轻人，带来什么样的启示？个人观察台湾工银创业大赛的推动历程，加以比较前后改变的情况，忠实记录了台湾社会的进步。


WeWin让年轻人种下希望的种子


由台湾工业银行于民国89年间捐助3,000万元基金，成立财团法人台湾工业银行教育基金会，以“学习、创新、科技”为服务理念，结合政王莉府力量与民间资源，积极推动各项产学合作计划、科技研讨会及管理讲习会等，期望借由这些活动，塑造青年人新观念、新视野，进而为国家培养新生代企业家及科技人才。那一年，参考美国麻省理工学院“$50k”创业活动，发起举办属于本土的“台湾工业银行WeWin创业大赛”，创业类别涵盖精密机械、通讯、信息、软件、网络、数字内容、光电、生化、环保，以及民生10大产业，鼓励青年学子勇于创新、创业。

“WeWin”是代表发挥团队力量与众志成城的精神；其中w和e代表Win by Entrepreneurship（创业家获胜）的意思，win3个字母w、i、n代表Work with Innovation & Networking，强调创新与科技的重要性，在以创业为核心的竞赛过程中，借由应用与再造的科技新知，发挥集体创意与团队合作的力量，以争取胜利、成功。

为鼓励年轻学子参赛，基金会提供高额奖金，前三名团队除可分别获颁50万、30万、20万元奖金之外，自颁奖日起两年之内，根据参赛创业计划设立公司，还可以额外获得100万元创业基金的挹注。6年多来，基金会绵密地安排每年的活动，初期我们会先到各大专院校与学生座谈，说明竞赛的规则，主要是鼓励年轻人勇于挑战。近来2、3年，我们也邀请真正投入创业的竞赛团队，一起在创业菁英校园巡回讲座面上，与年轻学子分享参赛经验及收获。

参赛年轻人报名、交件之后，我们主办单位的重责才要上场。在完成收件后，评审委员会展开严谨的3阶段评审，检视与确定新创事业营运计划书的创新性与可行性，第1阶段筛选出30队，第2阶段评审再从中选出10队入围决赛。这些晋级决赛的队伍必须参加主办单位安排的创业研习营，协助大家把创业竞赛的各项必须项目，准备得更加完善，1个月后才进行决赛评审，以及最令人兴奋的颁奖典礼。

“WeWin创业大赛”是一个创业体验与产学交流的平台，比赛开办至今6年多来，已成功催生10家新创公司，最近成立的一家公司还是来自技职体系的学生。这群以龙华科技大学电机系学生王威诏带领的奕成实业团队，顶着第6届新锐奖的殊荣，2个月内就“玩真的”，把公司成立、正式推起业务，出现令人亮眼的创业佳作。


创业奥林匹克竞赛


在甫结束报名的第7届活动，共计吸引了96件参赛的创业计划书，依竞赛类别分析，今年以技术应用及服务导向为主的“民生”类别夺冠，共有26件参赛；排名第2的“信息”类别参赛件数则有18件，而排名第3的则是“生化”类别，共有12件参赛。其余类别的参赛件数则分别为“精密机械”10件、“数字内容”8件、“光电”及“软件”类组各6件、“通讯”4件、“网络”及“环保”各3件。

参与竞赛的产业呈现多样化，这应该是源自于台湾经济的多样化。就时代大环境来看，2000年的网络狂潮时期，几乎80％的团队都提出网络达康（dot.com
 ）事业计划书。随着网络泡沬化的破灭，网络相关的营运计划自2002年之后大量减少；2003年间，台湾跟着全球热炒生物科技，生技相关跃为创业计划的主角，次年的优胜团队就是生技类。年轻人，果真很能反应社会现实，这也配合了产业科技人才的养成发展。

“台湾工银WeWin创业大赛”催生的10家新创公司，资本额由500万元到5亿元不等，这些新创公司的营运正逐步开花结果。这两年来，主办的台湾工银董事长骆锦明年年颁发100万元创业基金给学生团队，他很高兴有这样的管道，可以鼓励年轻人发挥“奥运摘金”的奋斗精神，勇敢追求自己的创业梦。

曾有人说，创业是会上瘾的，因为唯有扎实地走过每一步，到手的成功果实才会甜美。台湾工银这6年多来，就有出现二度创业的团队。第3届第3名队伍——昆山科技大学学生团队，以资本额600万元成立“达奈美克”公司，开发数字印刷技术及设备，提供输出服务的整合解决方案。“达奈美克”执行长江宏伟，就读于昆山科技大学机械所时与该校同学组队参赛，曾赢得第2届WeWin创业大赛第2名，并于90年9月创立昆明国际医疗器材公司，江宏伟再度参赛，又荣获第3届的第3名。江宏伟目前就读于长庚大学机械所博士班，国中时曾是“放牛班”的学生，却因缘际会一头栽进机械领域，从放牛班到研究生，再从研究生到创业家，靠着自己的努力，掌握了出人头地的机会。


事业计划书渐专业化


每年都有上百队的学生团队报名，虽然我不在审核事业计划书的委员之林，经过我手的计划书不下500件。第1届时有团队只提出1页、也有3页的，大部分都不符合管理学的基本要求，不是漏了预估财报，就是没有营销计划。现在呢？交件之前的校园巡回讲座中，会向学生讲解事业计划书的撰写原则，各校内部陆续看到创业课程或研究单位的先行指导，这也能发挥前置的、跨领域整合作用，交件到主办单位手上时，可以看出来学生们的进步，当然也不乏看到教授们的指导与技术提供。

这不是容易的事。奕成实业团队的王威诏，技术方面得过大大小小的殊荣，在研拟事业计划书的过程，却吃足了苦头。他很公开地说，最不顺利的是编写财报，整个团队成员都没有经验，最后是透过老师的协助，找到热心企业家亲临指导，曾在两周内每天花上十几小时密集研究财报，终于弄懂了。这样的经验，在真实社会是没办法重来的，也没有实验室可以测试，一旦创业的策略与选择错了，就是会错到公司倒了闭。

作者所谓“事业计划书并非营运手册”，在WeWin竞赛中已经没有疑虑。有些计划书的内容不会太过仔细地交代每件事的每个细节，反而能把尖端高科技、用户人机接口，以及财务报表，在均衡地表达之余，还具有独特的优势。台湾的当代年轻人，知道自己在做什么，也从竞赛中告诉周围的人，以精益求精、实事求是。


本文作者简介

政治大学新闻系毕业，历任职中国信托商业银行公关部副总经理，目前服务于国内投资银行代表业者台湾工银，督导公共事务部兼对外发言人，职衔资深副总经理，透过工银基金会的赞助创始台湾工银创业大赛，第1届至今热力未减。
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