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A planning resource from Trudy Heins | Strategic Business Consultant
How to Use This Plan
Try this. Get in your car and drive around aimlessly until you arrive at a destination you had no idea you wanted to reach. Sounds ridiculous, doesn't it? Yet that is exactly how a business without a plan operates. Burning fuel, covering ground, feeling busy, going nowhere in particular.
A business plan is not a school assignment. It is a working document that tells you, in plain terms, what you are building, who it serves, how it makes money and what you will do next. If it ends up in a drawer, it has failed. If it changes your decisions, it has done its job.
There is a practical payoff too. If you ever approach a bank or lender for finance, an overdraft, equipment funding or growth capital, a current business plan with real numbers is one of the first things they will ask for. Lenders back businesses that can show where the money comes from and where it is going. Having this document ready, and up to date, puts you in a far stronger position before you ever sit down with them.
A few ground rules before you start:
1. Write the Summary last. You cannot summarise a plan you have not written yet.
1. Be honest with the numbers. A plan built on optimistic guesses will cost you real money later.
1. Skip what does not apply. If you run a service business, you do not need an inventory list. Sections marked 'if applicable' are exactly that.
1. Revisit it quarterly. Businesses change. Plans should too.
What Makes This Plan Different
This template uses AI to enhance and simplify a job most business owners put off for months. The blank page is gone, the structure is done, and a first draft takes hours instead of weeks. That is working smarter, not harder.
What it will not do is the thinking for you. AI can structure your answers, challenge your assumptions and tidy your words. The judgment, the honesty and the numbers must come from you.
Using the AI Prompts
Each section includes an AI prompt in a purple box. Copy the prompt, paste it into your preferred AI tool (Claude, ChatGPT or similar), answer its questions honestly, then copy the result back into this document.
Two warnings. I am a retired financial planner. I have built and sold businesses across various industries and I work with clients across even more. I bring real commercial savvy, no fluff and no excuses, and I have seen what happens when people outsource their thinking:
1. AI can structure your thinking. It cannot replace it. If you give it vague inputs, you will get a vague plan that looks polished and means nothing.
1. Never let AI invent your numbers. Revenue, costs and pricing must come from your records or genuine research, not from a language model's best guess.
Used properly, AI will get a first draft done in hours instead of weeks. Reviewing, challenging and owning that draft is still your job. I have made mistakes, made profit, and made real money in business. The plans that worked were the ones the owner actually believed in.
	TRUDY'S TIP: Block out two to three focused sessions for this rather than one marathon. Your thinking on day two will be sharper than your thinking at hour five.
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Summary
Complete this section last. One page maximum: what the business is, who owns it, what it sells, why it wins and where it is heading.
	[Your summary goes here. Write it after every other section is complete.]










	AI PROMPT: COPY, PASTE AND ANSWER

	Act as an experienced business consultant. I have completed a business plan and will paste the key sections below. Write a one-page executive summary covering: what the business does, who owns and runs it, the products or services offered, the competitive advantage, current performance and the headline goals for the next 12 months. Keep the tone confident, plain-spoken and free of jargon. Here are my completed sections: [paste your completed sections]



	TRUDY'S TIP: If you cannot explain your business in one page, you do not yet understand it well enough. That is useful information.


Your Plan on One Page
Complete this page after you finish the full plan, then print it and put it where you will see it. This is the version you will actually use week to week.
	Element
	Your Answer

	What we sell
	


	Who we sell it to
	


	Why customers choose us
	


	Revenue goal (12 months)
	


	Breakeven per month
	


	Top 3 priorities (90 days)
	


	Top 2 marketing channels
	


	Biggest risk and our response
	


	Next review date
	



Business Profile
The facts of the business. Keep it accurate and current.
	Detail
	Your Answer

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	



Cover: business name, trading name, industry, structure (sole trader, partnership, company, trust), ABN/ACN, GST registration, commencement date, location, premises arrangements and starting capital.
Owner Profile
	[Your background, experience, qualifications and why you are the right person to run this business.]






Licences, Registrations and Insurance
	Item
	Cost
	Expires
	Provider

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Business Support Team
Your accountant, bookkeeper, lawyer, insurance broker, business consultant and any professional memberships.
	Role
	Name / Firm
	Contact

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	



	AI PROMPT: COPY, PASTE AND ANSWER

	Act as a business consultant helping me complete the Business Profile section of my business plan. Ask me one question at a time about: my business structure, registrations, location, my professional background and experience, and my support team (accountant, lawyer, insurers, advisers). Once you have my answers, write the section in clear, professional language and flag anything that looks like a gap or a risk, such as missing insurance or no accountant.



	TRUDY'S TIP: Your owner profile is a credibility statement, not a CV. Lead with results and relevant experience, not a list of every job you have had.


SWOT Analysis
Strengths and weaknesses are internal. Opportunities and threats are external. Be brutally honest in the weaknesses box; that is where the value is.
	STRENGTHS (internal)
	WEAKNESSES (internal)

	
	

	
	

	
	

	
	

	
	



	OPPORTUNITIES (external)
	THREATS (external)

	
	

	
	

	
	

	
	

	
	



	AI PROMPT: COPY, PASTE AND ANSWER

	Act as a straight-talking business consultant. Interview me to build a SWOT analysis for my business. Ask about my skills, resources, reputation, finances, systems, competition, market trends, regulation and customer behaviour. Push back if my answers are vague or overly optimistic. Then present the SWOT as four clear lists and tell me the two most important things it reveals.



	TRUDY'S TIP: A SWOT with ten strengths and one weakness is not analysis, it is marketing. Aim for balance.


Risk Assessment
Every business carries risk. The question is whether you have seen it coming and decided what you will do about it.
	Risk
	Likelihood
	Impact
	Strategy to Manage It

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	



	AI PROMPT: COPY, PASTE AND ANSWER

	Act as a risk adviser for a small business. Based on this description of my business: [describe your business in two or three sentences], identify the eight most realistic risks across financial, operational, market, legal, technology and personal categories (including key person risk, which matters greatly in owner-operated businesses). For each one, rate the likelihood and impact and suggest a practical strategy to reduce or manage it. Present it as a table I can review.



	TRUDY'S TIP: In small business, the biggest unmanaged risk is usually you: your health, your time and your capacity. Plan for it like you would any other risk.


Vision, Mission and Goals
Vision is where you are going. Mission is what you do and for whom. Goals are how you will measure progress. Keep all three short enough to remember.
Vision Statement
	[One or two sentences. Where is this business in five years?]




Mission Statement
	[What you do, who you do it for, and the result you deliver.]




Goals
	Goal
	How Measured
	Timeframe

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	



	AI PROMPT: COPY, PASTE AND ANSWER

	Act as a business strategist. Help me write a vision statement, a mission statement and a set of goals for my business. First ask me: what my business does, who my ideal customer is, what I want the business to give me personally (income, time, lifestyle), and where I want it to be in five years. Then draft a one-sentence vision, a two-sentence mission, and three to five goals that are specific, measurable and time-bound. No fluffy language, no buzzwords.



	TRUDY'S TIP: Goals without numbers and dates are wishes. 'Grow the business' is a wish. 'Reach $12,000 in monthly revenue by June' is a goal.


Your First 90 Days
This page is what stops your plan dying in a drawer. Pick the three priorities that matter most right now, assign each one an owner and a deadline, and review this page weekly.
	Priority
	First Action
	Owner
	Deadline

	
	
	
	

	
	
	
	

	
	
	
	



Three priorities only. Every yes to something is a no to something else.

	AI PROMPT: COPY, PASTE AND ANSWER

	Act as a business consultant who specialises in execution and accountability. Based on the goals in my business plan: [paste your goals], help me choose the three priorities that will make the biggest commercial difference in the next 90 days. For each one, define the very first action, who is responsible and the deadline. Challenge me if I try to take on too much at once.



	TRUDY'S TIP: This page is critical for immediate movement. Momentum in the first 90 days is what separates a plan from a wish, so pick priorities you can start this week, not next quarter.


Market Research
You do not need a research department. You do need a clear-eyed view of the industry you operate in and the forces acting on it.
Industry Analysis
Cover the political/legal, economic, social and technological factors affecting your industry, plus current trends and barriers to entry.
	[Your industry analysis]







Target Market
Who exactly is your ideal customer? Demographics, situation, problem, buying behaviour and where they can be reached.
	[Your target market description]







	AI PROMPT: COPY, PASTE AND ANSWER

	Act as a market researcher. My business is: [describe your business and location]. Help me build a concise industry analysis covering political and legal factors, economic conditions, social trends, technology shifts and industry trends affecting my business. Then help me define my ideal customer in detail: who they are, what problem they have, how they buy, and where I can reach them. Ask me clarifying questions where my answers are too broad. Note: verify any statistics independently, as AI tools can produce outdated or invented figures.



	TRUDY'S TIP: 'Small business owners' is not a target market. 'Established service-based business owners turning over $100k to $500k who are stuck doing everything themselves' is. Specificity sells.


Competitor Analysis
List at least five. If you believe you have no competitors, your customer is currently solving the problem some other way, and that is your competition.
	Competitor
	Size / Reach
	Their Strength
	Their Weakness
	How You Differ

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


Your Competitive Advantage
	[Why would a customer choose you over every option in the table above? Be specific.]






	AI PROMPT: COPY, PASTE AND ANSWER

	Act as a competitive strategist. My business is: [describe your business]. My main competitors are: [list them, or ask me questions to identify them]. For each competitor, help me assess their size, their value to customers, their strengths and their weaknesses. Then help me articulate, in two or three sentences, a competitive advantage that is genuinely true and that customers actually care about. Reject anything generic like 'better service' unless I can prove it.



	TRUDY'S TIP: Here is a modern test: ask an AI tool to recommend the best providers in your industry and area. This is where customers are increasingly searching. If you are not one of the leading picks, your visibility needs review, and quickly.


Operating Strategy (complete what applies)
Service businesses can keep this brief. Product, retail and manufacturing businesses should complete it fully.
Location and Premises
	[Home-based, leased premises or online? Note arrangements, costs and any future needs.]





Equipment and Tools
	Item
	Owned / Leased
	Cost
	Notes

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Key Suppliers (if applicable)
	Supplier
	What They Provide
	Terms

	
	
	

	
	
	

	
	
	


People
Current staff and contractors, future roles you will need, and how you will recruit, train and retain them. If it is just you, note what you will outsource first as you grow.
	[Your people plan]






	AI PROMPT: COPY, PASTE AND ANSWER

	Act as an operations consultant for a small business. My business is: [describe your business]. Ask me what I need to deliver my product or service: premises, equipment, software, suppliers, staff or contractors. Then help me write a short operating strategy covering what I have, what I need, what it costs and the first role or task I should outsource as the business grows.



	TRUDY'S TIP: Owner-operators: the first hire is rarely another version of you. It is usually the admin, bookkeeping or delivery support that frees up your highest-value hours.


Products and Services
What you sell, what it costs the customer and why it is worth it.
	Product / Service
	Description
	Price Range

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Market Position
	[Premium, mid-market or budget? Why? How does this compare with your competitors?]





Benefits to the Customer
	[The outcome the customer gets. Results, not features.]






	AI PROMPT: COPY, PASTE AND ANSWER

	Act as an offer and positioning consultant. Help me describe my products or services for my business plan. Ask me what I sell, who buys it, what it costs and what result the customer walks away with. Then write a clear description of each offer that leads with the benefit to the customer, and a short statement of my market position (premium, mid-market or budget) with the reasoning behind it.


Pricing Strategy
Price is a positioning decision and a profit decision before it is anything else. Work out what you need to earn, what the market will bear and what your positioning supports. Then hold your nerve.
Want the fast version? My free Real Hourly Rate Calculator does this calculation for you in minutes: calc.trudyheins.com.au. Use it first, then bring the result back into the table below.
Service Pricing Calculator
	Item
	Amount

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	


Work through: annual profit required, annual running costs, total revenue required, weeks worked per year, hours per week, chargeable hours available, and your resulting hourly or package rate (plus GST).
Your Pricing
	Offer
	Price
	Cost to Deliver
	Margin

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	



	AI PROMPT: COPY, PASTE AND ANSWER

	Act as a pricing consultant with strong commercial and financial expertise. Help me price my services properly. Ask me: the annual profit I want to take home, my annual business running costs, the weeks I will work per year, my working hours per week, and the realistic percentage of those hours that are chargeable (be sceptical if I say more than 60 percent). Calculate the hourly rate I need to charge, then help me convert that into package or project pricing rather than selling hours. Finally, compare my current prices against the result and tell me plainly if I am undercharging.



	TRUDY'S TIP: Most owners I work with are undercharging, and not by a little. If your price has not changed in two years, that is a decision you made by default, not by design. And if the calculator result genuinely shocked you, that is usually the sign of a deeper pricing and positioning problem, which is exactly the kind of thing I fix with clients.


Marketing Plan
Marketing is not 'being visible'. It is a deliberate plan to put the right offer in front of the right people often enough that they buy.
Unique Selling Proposition
	[Why you, in one or two sentences a customer would actually care about.]




Marketing Goals
	Goal
	Measure
	Timeframe

	
	
	

	
	
	

	
	
	

	
	
	


Promotional Strategies and Budget
	Strategy
	Expected Result
	Cost
	Start Date

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Customer Service and Retention
	[How you will keep customers, generate referrals and gather testimonials.]






	AI PROMPT: COPY, PASTE AND ANSWER

	Act as a marketing strategist for a small business. My business is: [describe your business and ideal customer]. Help me build a simple marketing plan: a one-sentence unique selling proposition, three measurable marketing goals for the next six months, and three to five promotional strategies matched to where my ideal customer actually spends time, with a realistic budget and start date for each. Prioritise the strategies with the best return on effort for a small team, and tell me what to drop, not just what to add.



	TRUDY'S TIP: Pick one social media channel where your target client actually hangs out, and master it. Depth beats breadth every time. Scattered effort across six platforms is just aimless driving with a phone in your hand.


Financial Strategy
This is where good intentions meet arithmetic. Use your real figures. If you are pre-launch, use researched estimates and label them as such.
Financial Goals
	Financial Goal
	Action Required
	Due Date

	
	
	

	
	
	

	
	
	

	
	
	


Start-Up Costs (if applicable)
	Item
	Cost

	
	

	
	

	
	

	
	

	
	

	
	

	
	


Include equipment, website, initial stock, working capital for two months, and add a 20 percent contingency. Note how it will be funded.
Operating Expenses (annual)
	Expense
	Annual Amount
	Notes

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Sales Forecast and Cash Flow
Build these in a spreadsheet, month by month for 12 months, and attach them to this plan. A plan without a cash flow forecast is a story, not a strategy.
Profit and Loss Summary
	Item
	Year 1

	
	

	
	

	
	

	
	

	
	


Breakeven
	[How many sales, clients or billable hours per month do you need to cover all costs? Know this number cold.]





	AI PROMPT: COPY, PASTE AND ANSWER

	Act as a financially literate business adviser (note: this is planning support, not licensed financial advice). Help me build the financial section of my business plan. Walk me through, one step at a time: my start-up costs if relevant, my full list of annual operating expenses (prompt me for categories I may have forgotten such as insurance, subscriptions, superannuation and tax), a 12-month sales forecast based on my real pricing and realistic capacity, and a simple monthly cash flow. Then calculate my breakeven point and tell me clearly whether the plan stacks up commercially. Use only figures I provide; do not estimate numbers on my behalf.



	TRUDY'S TIP: Look at every dollar of spend through an ROI lens. What does this cost, and what does it return? If you do not know how to answer that, find someone to teach you. It is the single most valuable financial habit a business owner can build. And know your breakeven number to the dollar.


Quarterly Plan Review
Set a recurring appointment with yourself every quarter. Thirty minutes, this page, honest answers. Businesses drift when nobody checks the compass.
	Review Question
	Q1
	Q2
	Q3
	Q4

	Did we hit last quarter's revenue target? (Y/N and actual)
	

	

	

	


	Which 90-day priorities were completed?
	

	

	

	


	What is working that we should do more of?
	

	

	

	


	What is not working that we should stop?
	

	

	

	


	Has anything changed in the market or competition?
	

	

	

	


	Are prices still right? (When did they last change?)
	

	

	

	


	Top 3 priorities for next quarter
	

	

	

	




	TRUDY'S TIP: Diarise all four reviews now, before you close this document. A review that is not in the calendar does not happen.


Before You Call It Done
Run your finished plan through this checklist. If you cannot tick a box, that section needs more work.
1. The Summary fits on one page and a stranger could understand the business from it.
1. Every goal has a number and a date.
1. All financial figures come from real records or labelled, researched estimates.
1. You know your breakeven number without looking it up.
1. Your target market is specific enough that you could name ten real prospects.
1. Your competitive advantage is something customers care about, not something you hope they care about.
1. The 90-day priorities page has three priorities, owners and deadlines.
1. All four quarterly reviews are in your calendar.
1. The one-page snapshot is complete and printed.

Three Signs It Is Time to Get Help
Plenty of owners can take it from here on their own. But experience tells me there are three signals worth being honest about:
1. You have rewritten the same section three times and still do not believe it. That is not a writing problem, it is a clarity problem.
1. Your numbers do not stack up and you cannot see why. Revenue looks fine but profit is thin, or the breakeven feels impossible.
1. You know exactly what the plan says to do, and six weeks later you still have not done it. That is an accountability problem, and it does not fix itself.
If any of those landed, the back page of this document is for you.

	TRUDY'S TIP: A finished plan is a starting line, not a finish line. The plan does not grow the business. The decisions you make from it do.


When You Want More Than a Template
This template will get your plan out of your head and onto paper. That is genuinely valuable, and for some businesses it is enough.
But a document cannot challenge your assumptions, tell you your pricing is wrong, or hold you accountable in March for what you committed to in January. That is the work I do with clients.
I am a retired financial planner. I have built and sold businesses across various industries, and I work with clients across even more. I bring real commercial savvy, no fluff and no excuses. Direction and answers, not just questions.
If you have worked through this plan and want a second set of commercially experienced eyes on it, or you are ready to stop running your business and start leading it, the next step is simple.
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