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Executive Summary 

 

This Business Plan is to address the need by Xxxxxxxxxx Xxxxxxx to realign their business 

practice to both grow the business and eliminate unwanted debt. Over the years Xxxxxxxxxx 

Xxxxxxx has gotten away from their core strengths. This slow migration way from the original intent 

of Xxxxxxxxxx Xxxxxxx has caused them to both take on business they don’t necessarily want 

because it is low margin and increase their debt ratios above their comfort level. 

The initial goal is to align product profitability and ideal prospect profiles to increase net margin 

even at the cost of top line revenue. The goal is to pay off existing debt within three to five years.  

Current Debt $125,716 

Cost of Goods Sold 42% 

Current Revenue $162,221 

The realignment strategy will focus on four core products. These four product classifications are: 

 Production and Graphic Design 

 Large Format Printing 

 Digital Printing 

 Outsourced Specialty Printing 

The plan is targeted at achieving the following goals: 

Total Revenue per year $264,000 

Total Expenses from operations $47,000 

Cost of Good sold 42% 

Phase two of the program will be to emphasize the design capability of Seth to capture high-end 

graphic design opportunities which will raise the Gross Margin by lowering Cost of Goods Sold. 
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Business Plan 

Business Plan for business realignment and debt relief 

Mission Statement 
Our mission is to provide professional, convenient, and cost effective graphic design and printing 

solutions to suit our customer's needs, with quality care, courteous and efficient customer service 

and on time delivery.  

 

Vision Statement 
Our vision is to be the best source in the southeast for high quality graphic design over the next ten 

years. 

 

Current Situation 
They currently have XXX Printing, Hobart the Xxxxxxxxxxx, and Xxxxxxx Xxxxx. They are also 

looking at getting into the Small Office Home Office Network Café business. XXX has a concern 

over the competitive nature of pricing of their business. There doesn’t seem to be vendor loyalty 

associated with quality work. Most clients are more concerned with price than quality. They 

anticipate that the quality of the product will meet their needs; therefore price is the primary driver. 

They have had to “fire” clients in the past because the margins were just not there. XXX feels they 

are very good at assuring margins are in every deal. The margins are just not what they would like 

them to be. XXX acknowledges that they do not account for all of the time put into each project. 

Many times the graphics provided by the client are not up to XXX’s standard and must be redone.  

 

Offering Qty Revenue Cost Net Profit Avg Margin 

Ad Specialty 4  $        972.67   $      818.41   $      154.26   $    243.17  15.86% 

CD Burns 6  $     1,288.00   $        90.00   $   1,198.00   $    214.67  93.01% 

Digital Printing 34  $   54,383.58   $ 33,760.77   $ 20,622.81   $ 1,599.52  37.92% 

Finishing 3  $        637.45   $      300.00   $      337.45   $    212.48  52.94% 

Labels 2  $        478.42   $      310.97   $      167.45   $    239.21  35.00% 

Large Format 12  $   33,614.28   $ 19,969.12   $ 13,645.16   $ 2,801.19  40.59% 

Mailing Service 4  $        431.25   $               -     $      431.25   $    107.81  100.00% 

Printing (Outsourced) 28  $   33,353.32   $ 13,231.77   $ 20,121.55   $ 1,191.19  60.33% 

Production 50  $   37,062.91   $               -     $ 37,062.91   $    741.26  100.00% 

Totals    $ 162,221.88   $ 68,481.04   $ 93,740.84    57.79% 

 

The above table provides the basic financial information from 2007. Revenue is down almost 

$100,000 from 2006. This was due in part to the decision to let a large client go because the margins 

had eroded to the point that it didn’t make sense to continue. Baseline information tells us that XXX 

has 375 opportunities that resulted in 124 clients which bought on average four times during the 

year.  Digital Printing was the largest dollar volume, but the lowest Gross Margin. Production, 

which is the Graphic Design part of the business, was the highest total dollar Gross Margin. Offset 
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Printing and Large Format Printing were both being outsourced. This outsourcing also contributed 

to a lack of quality control and delivery timing. This created customer service problems that used 

valuable billable resources. 

 

Seth is the graphic artist of XXX. He has impressive credentials including art that is on display in 

the Smithsonian Museum. The original business plan of XXX was to provide the highest quality 

graphic design available so small to medium size business in Atlanta. Competitive pressure has 

slowly forces them to almost give away graphic design to get the printing business. Most printing 

orders have price pressure and low margins compared to graphic design. Slowly they have started 

targeting high volume low profit print work as opposed to low volume high margin quality graphic 

design opportunities.  

 

Debt     

  Vendors  $    49,666.38  

  Revolving Credit  $    76,050.50  

  Total  $ 125,716.88  

   Annual Expenses   

  Utilities  $      3,600.00  

  Telephone  $      1,080.00  

  Mobile  $      1,700.00  

  Internet  $      1,100.00  

  401K  $         850.00  

  CPA  $         750.00  

  Business License  $         180.00  

  Insurance  $      1,000.00  

  Healthcare  $      3,500.00  

  Payroll Tax  $      2,500.00  

  Income  $    75,000.00  

  Total  $   91,260.00  

 

Current indebtedness and annual bills show that Xxxxxxxxxx Xxxxxxx was not generating enough 

income to stay current with monthly expenses. They could not attempt to pay off bills. 

Desired Outcome 
The goal of XXX is to become a high quality graphic design business. The major constraint to 

achieving this goal is the debt service they have taken on. Managing this debt takes them away from 

investing in other parts of their business. They would like to have a plan to be either debt free or at 

least significantly less debt within three years. Ultimately XXX would like to be paid for quality 

designs and provide any printing services at their cost. They would broker the larger orders to 

printing firms in the area while keeping the design work in house. The brokering approach, verses 

outsourcing, would keep them out of the middle of the transaction preserving their image and saving 

valuable resources. The target profile will move from a low cost high volume prospect, to a high 

design quality low volume prospect.  
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Offering 
Marketing 

Leads 

Conversion 

Rate 

Custom-

ers 

Average 

$ Sales 

Sales 

Per 

Period 

Revenue 
Gross 

Margin 

Gross 

Profit 

Digital Print 113 33.0% 37 400 4.9 $73,572 38.0% $27,957 

Large Format 40 33.0% 13 474 7.2 $44,274 40.6% $17,975 

Printing 92 33.0% 30 342 4.2 $44,192 60.0% $26,515 

Production 167 33.0% 55 254 3.5 $49,313 100.0% $49,313 

Base Line 

Totals 
413   136     211,351   121,761 

 

The first step in the overall plan was to stabilize the business and pay off debt as quickly as 

reasonably possible. The above table demonstrates what could happen if each element is increased 

by only 10%. The number of client would increase by 12 and the average number of times they buy 

each year would increase by 0.5. The average value of a sale would increase across the board 

equaling a $52,000 increase in revenue and a $30,000 increase in Gross Margin. Although this is an 

improvement to existing performance a more detailed analysis and plan was needed. This would 

help them become cash flow positive from operations, but not pay down their debt. 

 

One of the discussions was around the acquisition of a Doplo machine that would cost about 

$16,000, and could be obtained on a lease. A quick look at the business that was outsourced because 

they didn’t have the cutting and creasing ability determined that they would keep an additional 

$5,000 in net margin if they leased the machine and did the work in-house. This would also address 

the issues of lack of control over quality and delivery. Phase two will bXXXn to move the company 

toward Graphic Design with the implementation of SAS Graphic Design. 

Sales Plan 
The final sales plan is to produce $22,000 per month in new business based on the products outlined 

below. This plan will pay off all of the debt in 18 months or less. The largest challenge will be to get 

9 bi-fold brochure orders per month. The rest of the targets are within range of 2006 production and 

not substantially above 2007. Additional revenue can be obtained from periodic orders from the 

“Extras” category.  

 

Monthly Targets Unit   Unit Monthly Monthly 

(Key Performance Indicators) Orders Revenue Sales Revenue 

Bi-Fold Brochures/Newsletters           1,000   $      750.00  9  $   6,750.00  

Pocket Folders           1,000   $   1,800.00  2  $   3,600.00  

Business Cards           1,000   $        75.00  4  $      300.00  

Business Cards           2,000   $      110.00  4  $      440.00  

Post cards mailers           2,000   $      850.00  2  $   1,700.00  

Single Sheet Inserts/Flyers           1,000   $      490.00  6  $   2,940.00  

Stationery (Letterhead/envelopes)              500   $      300.00  4  $   1,200.00  

Production                   1   $        85.00  60  $   5,100.00  

Total        $ 22,030.00  

       Unit   Unit Monthly Monthly 

Extras Orders Revenue Sales Revenue 

Booklets/Catalogs         20,000   $ 15,000.00  1  $ 15,000.00  
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Custom Greeting Cards              100   $      125.00  4  $      500.00  

Program Guides                   1   $      750.00  1  $      750.00  

Large Format                   2   $      200.00  2  $      400.00  

 

The Extras category should be treated as over and above the monthly KPI’s. Each sale will be 

posted on a KPI form that will track progress. Xxxxxxxxxx Xxxxxxx has a large database of old 

clients, current clients and prospects. They will mine this data with the specific purpose of targeting 

one of the classifications noted above. A focused approach is required. Each weekly total must be 

met or a plan created to make up the difference before the end of the month. 

 

 
2006 2007 

January  $   29,591.60   $   13,234.83  

February  $     9,925.55   $   12,404.89  

March  $   15,621.42   $     7,674.73  

April  $   18,105.67   $     9,724.99  

May  $   27,418.44   $   15,194.17  

June  $   33,151.77   $   10,847.20  

July  $   51,172.54   $   18,066.64  

August  $   14,071.69   $   10,511.42  

September  $   24,766.84   $   30,016.04  

October  $   19,835.37   $   22,094.31  

November  $   20,808.01   $   10,505.69  

December  $   14,570.24   $   11,543.49  

Total  $ 279,039.14   $ 171,818.40  

 

There doesn’t seem to be a noticeable revenue trend during the year. Sales are not seasonal, so no 

allotment was made for seasonal trends.  

Conclusion 
If Xxxxxxxxxx Xxxxxxx follows the prescribed methodology without incurring additional debt, 

they should be able to pay off their debt and position themselves for growth within two years. This 

will take discipline. The reason that the scoreboard in a game is within the view of the participants, 

is to encourage them to play hard. Those behind know what they have to achieve to win and those 

ahead know what is needed to stay ahead. The same is true in business. Without a meaningful 

measuring stick (KPI’s) business owners and employees don’t know what is needed to win. Once 

the participants decide not to keep score they have conceded the victory. They don’t keep score 

because they don’t think they can win. 

 

Posting results from sales on a daily basis must become second nature. Addressing shortfalls and 

celebrating overachievement should be the priority of leadership. If Xxxxxxxxxx Xxxxxxx focuses 

on and achieves the daily KPI’s and doesn’t over indulge itself, indebtedness will take care of itself. 

Each month careful analysis must be made of volume of sales per category, unit sales qualities, 

average revenue per sales and Cost of Good Sold. If Xxxxxxxxxx Xxxxxxx sees a trend that is 

affecting overall results, adjustments to the plan must be made.  

 

 


