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Making a Business Plan succeed 
 

This guide accompanies the article ‘Making a Business Plan succeed’. There 
are a number of good business practices that are needed if any business plan 
is to prosper and this guide pulls these together into one place for ease of 
implementation but with links to more information on the PROKOM website. It 
covers: 
 

1. Communicating the plan 
2. Setting out KPIs and targets 
3. Cascading KPIs/targets across the team using performance 

management 
4. Making the key change projects happen effectively 

 
Communicating the plan 

 
We touched on this briefly in the Part 3 of the Business Planning tool kit, 
which can be accessed in the e-learning course – How to plan for success 
www.prokom.org/e-learning/management/. 
 
Internal communications is a complete subject in its own right that will be 
addressed under the Managing People topic in more detail in the future. 
However some principles need spelling out here. The business plan may 
become a key document for the management team and at times is essential 
to get financial backers to give support. But you are not likely to hand out 
copies to all the staff.  
 
On the other hand, repeated studies have shown that communicating the 
company vision and the key steps along the way to realising that vision is 
essential to get ‘buy-in’ from the rest of the staff. Clearly it is ideal if the plan is 
communicated as part of your normal active internal communications cycle. 
However if you do not normally have formal communications with your team 
a] why on earth not? and b] please consider making this the exception and 
communicate the key points of the plan to all the staff in a consistent and 
positive fashion.    
 
 
 



The principles of good internal communications 
 
Your business plan should have started with a vision of where you want to 
business to be in a few years time. The core purpose of communicating the 
plan to staff is to win their enthusiasm for the journey. For that to occur there 
needs to be: 
 

• Clarity – the message needs to be simple and clear 
Do not simply copy across large tracts of the business plan. It needs a 
clear and simple rewrite that boils down the detail to its simplest 
elements.  
 

• Consistency – not only within the presentation but thereafter 
So if you say that developing your staff is central to your vision, make 
sure you do not cut back the training budget.  
 

• Openness – but not complete transparency 
There may well be risks associated with the plan that you recognise 
and allow for but which if shared will simply make people nervous. 
Another common issue is that a plan might require unpopular actions in 
the short term eg redundancies. In this case it is best to proceed with 
the negative actions first, then when the dust has settled, announce the 
business plan to the remaining staff, so they could see a positive future 
ahead for the business now that the painful but necessary action has 
been taken. 
 

• Two-way – encourage feedback 
This may be in the meeting or by formal or informal feedback 
subsequently. Remember many people may have doubts but may be 
reluctant to air them in front of others. Equally some plans may have 
consequences for certain individuals that need addressing before a 
general briefing. 
 

• Well-trained, well-rehearsed and confident communicators 
Few of us are instinctive public speakers – but most can get better with 
training and rehearsal. Don’t be put off by lack of experience but do 
rehearse with one or two colleagues and get their support and 
feedback.  
 

 
The practical issues when planning to communicate your business plan 
 
 
What do you need to consider: 
 

• Timing? 
When to do this? Immediately the plan is complete or later if key steps 
need to be taken first. 

• To whom? 



Try to make it comprehensive – probably meaning several meetings to 
cover shifts, holidays etc. Be careful to make sure you are consistent 
between meetings and if issues are raised in one meeting, make sure 
you raise them yourself in subsequent meetings. Staff will compare. 

• Where and when? 
Large meetings get it done more quickly but inhibit feedback.  

• Sensitive stakeholders 
Talk to people who will be affected by the plan separately – either 
before hand or swiftly after the initial announcement. 

• How much to tell? 
See the comments about openness above. 

• Likely awkward questions? 
Anticipate these and have your answers ready – but not too rigid ie 
adapt your reply to the actual question raised. 

• Keeping people updated? 
You will need to ensure you keep staff aware of developments. If you 
have routine internal communications, this is easy. If not, and why not, 
bring staff back together as required, but do not be tempted ‘to leave it 
for now’ – time will pass and staff will lose any initial enthusiasm. 
 

2. Setting out KPIs and targets 

 
In the Business Planning tool kit Part 2 www.prokom.org/e-
learning/management/. We spelt out the central role of Key Performance 
Indicators [KPIs] and the chosen targets to creating clear objective and 
momentum for the business plan. For example – we need to grow Added 
Value by €250,000 over the next year is a clear objective with a clear target. 
All can see if you succeed or fail. 
 
Your plan should have spelt out a small number of essential KPIs by which 
you will track progress and by which you can measure success. Those KPIs 
and targets must be SMART: 

Specific – the objectives are unambiguous and have clearly defined 
boundaries  

Measurable – progress towards each objective can be measured. Often 
success will depend upon a combination of measures. 

Achievable – critical success factors have been identified and assessed for 
realism. The people responsible for achieving the objectives understand what 
they have to do and are confident of achieving them. 

Relevant – each objective is consistent with others and supports higher-level 
objectives.  

Timely – dates for progress and completion have been agreed and progress 
can be continually reviewed. 



You must be careful to agree all definitions for those KPIs. For example in the 
example above, what specifically do you mean by ‘Added Value’. Then when 
all KPIs have a clear definition then all who will be providing data for or using 
those KPIs must be trained in its use. 

So if you ask Joe, who works in despatch at Example Print Ltd, what the 
company plans to do in the next few years he enthusiastically tells you “We 
aim to become the country’s second biggest supplier of art exhibition 
catalogues by December 2019”. And if you then ask Joe what that has to do 
with him, Joe says “Well, if I must pack art catalogues in time to achieve a 
100% On-Time-In-Full delivery performance with less than 1% Non 
Conformance to protect the catalogues during transport.”   

From this brief conversation we learn that Example Print Ltd has SMART 
goals that have been effectively communicated throughout the company. And 
the high level goals have been cascaded down to employees’ individual 
SMART goals and they understand and take pride in the importance of their 
contribution to the business. And if you feel that sounds unrealistic, let me 
assure you that I can take you to half a dozen print companies in the UK 
where the equivalent real conversation would occur if you asked a member of 
the shop floor staff the same generic question. For more on setting 
appropriate KPIs and targets follow this link www.prokom.org/courses/how-to-
profit-from-better-productivity/ to our course on How to Profit from better 
productivity.  

 

3. Cascading KPIs/targets across the team using performance 
management 
 
The question then arises as how best to cascade out all these targets across 
the team in a consistent and comprehensive manner. This is best addressed 
by what in summary is called ‘Performance Management’. Performance 
management is about establishing a culture in which individuals and groups 
take responsibility for the continuous improvement of business processes and 
of their own skills, behaviour and contributions. It is about sharing 
expectations. Managers can clarify what they expect individuals and teams to 
do; likewise individuals and teams can communicate their expectations of how 
they should be managed and what support and resources they need to do 
their jobs. 
 
The key principle is about measurement. ‘If you cannot measure it, you 
cannot manage it’ is an old dictum. Yet many print businesses fly by the seat 
of their pants ie have very few measures that are gathered objectively and 
then shared openly with staff both at an individual and team level. It starts with 
agreed business and departmental performance goals that in turn are 
expressed in clear and transparent measures. These can then be cascaded 
out to teams and individuals and when those measures are shared routinely 
and the results debated at both team and individual level then a virtuous circle 
can be achieved.  



Central to such a process is regular Performance Appraisals. This is the key 
step, typically annual, when the manager can sit down with the individual staff 
member and debate their performance, potential and development. Often 
targets are set over a period of time eg sales to win or waste levels to be 
beaten or tasks to be completed by a certain date eg drawing up a marketing 
plan or completing a training programme. Whatever their nature, objectives 
should relate to the overall purpose of the job, department and organisation. 
They should be agreed with the individuals or teams concerned and be 
specific, observable and if possible, measured. 
 
Alongside objectives are performance standards. They are used when it is not 
possible to set time- or volume-based targets, or when there is a continuing 
objective that does not change significantly from one review period to the next 
and is a standing feature of the job. These should be spelled out in 
quantitative terms if possible, for example, meeting defined standards of 
accuracy. 
 
You can see how departmental KPIs and targets coming out of the business 
plan can be the core of such performance management. For more information 
and a guide on good practice in appraisals follow this link 
www.prokom.org/lessons/managing-people/  
 
 
5. Making the key change projects happen effectively 

 
At the heart of any business plan must be the need to change things, to 
create a different business. That will mean a small number of change projects 
must be seen through to a successful conclusion roughly on time and too 
budget. That may mean entry to a new market, introducing, new products, 
utilising new equipment, training staff in new skills etc. Whatever they tasks 
are they are best managed as a series of projects. Yet so many projects fail. 
The causes vary but commonly: 
 
• The original sponsor of the project was not clear enough as to what was 

required  
• The ambition of the senior team ran well beyond the limited capacity of the 

team to deliver  
• In the excitement of ‘getting going’, there was little or no defining of the 

what exactly the project was to do and little or no detailed planning of the 
tasks involved, who would do them, by when etc.  

• There was insufficient interest or support from senior management   
• There was inadequate monitoring of progress and when things started to 

go wrong there was little senior response and the team was left to plough 
on  

• The project was seen as vital several months ago but life has moved on 
and tasks remain outstanding, so little attention is given and the whole 
thing withers on the vine. Meanwhile senior management rationalises 
away the failure, “I never did see that as a key programme” or “Fred or 
Gladys never got a grip”. 



You must define the project clearly including resources required, budget, 
timescales, measures, responsibilities etc. You must plan and schedule the 
project carefully and agree both how you are going to implement it and how 
you are going to monitor progress. The right mix of staff must be on the team 
and they must know the rules of the game, ie how they can best contribute. 
To help here is a Link www.prokom.org/e-learning/management/ to an e-
learning course with a lesson on Better project management, which will give 
more detail.  
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