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IMPORTANT -- All business plans are different.  Headings, placement, length, etc. will differ based on your environment.  Do your homework and determine what best meets the goals of your organization.

Executive Summary

ANSWERS THE QUESTIONS:

What business problem will this solve?

Is this important or fit with our strategic initiatives and objectives?

What are the important business objectives for our organization?

What is the value this will bring?

What is the cost/benefit?

What are the risks associated with this solution? 

WHO is your executive sponsor?

YOUR challenge:

- generate enough interest so that the document and idea will survive the initial screening process and

- convince people to accept and move forward on the actions requested

The BEST Executive Summaries contain the whole case in miniature.  Many readers ONLY read the Executive Summary and the Financial Analysis.  The Executive Summary data, as well as the rest of the plan, must match your environment and benefit business objectives. If less detail is required, then of course, customize it for your requirements. Typically, the Executive Summary is 1/2 to 1 full page of data.    

The data should be a concise collection of the rest of the paper. 

· History and information about company, organization, department

· Synopsis of request, reasons for the plan, goals and objectives, risks, costs

· Describe who you are and why you are writing this plan                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                   

· NOTES:

· The purpose of this business plan is finding, measuring and valuating the business impacts of not having a SMMP. 

· Write the Executive Summary last. Or, draft it at the beginning but finalize it at the end after everything else is finished.

· A person should be able to read the Executive Summary and the Financial section and make a decision. 

· There are sentences and maybe paragraphs that could be placed in multiple sections of the business plan.  Try to determine the ‘best’ fit and if required, refer to the content as necessary. 

· Every business plan will be different – no two organizations are alike.  No two SMMPs are alike.  Headings and content placement may differ.

· If your environment is casual, some of the headings and sections may not be required. 

[This business plan will address a strategic direction for …]
Current Situation

ANSWERS THE QUESTIONS:

What is the current situation for these services, how is it managed today?

What are issues in the current situation? Why can’t it continue as is?

What is the gap in the current environment? (risk, spend, savings, service, consistency, processes, resources, etc). 

What do the business leaders think about the current situation?

What do other stakeholders think about the current situation?

What do the customers think about the current situation?

What do the suppliers think about the current situation?

What is the scope of your analysis and initiative?  Is it global? U.S.?  enterprise-wide?  Other?

Are meetings/events captured in a centralized system today?

Are approvals in place to ensure that meetings/events meet strategic objectives and approved budgets?

Is strategic sourcing and contract management considered? 

Are contracts signed by authorized signers and therefore, legitimate?

Do the planners have the right skillset to ensure quality and consistency? 

Are we using multiple planning companies?

Are payments made to suppliers using a centralized system in order to capture all meeting-related spend?

Are all legal/regulatory risks mitigated?

Do we have visibility into all meeting and event spend?

How do we capture the data in the current environment?

What organization structure is in place now?  Does the current reporting structure make sense?

Who were the stakeholders that were contacted?  And contributed?

What are the obstacles we face?
[The current state…]

Strengths, Weaknesses, Opportunities, Threats analysis

	Positive
	
	Negative
	

	· Buy-in from numerous stakeholders and multiple business units to uncover meeting spend and improve processes


	STRENGTHS
	· Tracking spend is near impossible with no standard charge codes or payment methods. 

· Most meeting/event expenses are hidden within non-travel related budgets (e.g., sales, marketing)

· Etc.
	WEAKNESSES

	· Using strategic sourcing and demand management, the organization could recognize between 15-25% in savings/cost avoidance.

· Etc.


	OPPORTUNITIES
	· Organization may not be following regulations for our industry [or] Organization may not have all the necessary controls in place for spend on meetings/events.

· Contracts may not be signed by authorized signers or contain proper language to protect organization.

· Etc.


	THREATS


(See Appendix A - Risk Impact Graph)

[External] Environment

ANSWERS THE QUESTIONS:

How do our competitors manage this spend?

What are the options for service? If our customers do not buy it from us, where do they buy it? (internal Executive Assistants? External meeting planning companies?)

How are our competitors structured?

Why do they buy it from our competitors?

Where do our competitors excel?

Where are our competitors weak?                                

What are our competitor’s pricing and discounting policies?

What are the demographics of customers who will use this service?

What environmental factors are affecting the organization for consideration?

Should we do a PEST Analysis?

   - Political/Legal – regulatory, taxation policies, foreign trade regulations, globalization, localization, employment laws

   - Economical – state of national economy, state of industry sector, business cycles, interest rates, inflation, unemployment, disposable income, cost reduction

   - Sociocultural – population demographics, income distribution, health, education, attitude, lifestyle choices

    - Technological – Emerging technologies, rates of obsolescence, government spend on research (Groople, hotel group booking sites, etc.) 
[Example ONLY - According to the February, 2008 Aberdeen Group study on "Strategic Meetings Management of MICE (Meetings Incentives, Conferences and Exhibitions) and Spend, the best in class have leveraged key technologies and processes to achieve 89% compliance to corporate policies for meetings and events, are recognizing an average 11.4% annual cost savings and place 41% of their meetings and events through formal sourcing processes.]  

[EXAMPLE ONLY - To further substantiate the volume, Meeting Professional International's Future Watch 2007 reports that meetings were expected to increase by 7% in the corporate environment.]

	Service Provider
	Unique Selling Points (USPs)
	Strengths
	Weaknesses
	Pricing Strategy
	Pricing Strategy comparison

	Internal Meeting Sourcing and Planning Team
	
	
	
	
	

	Independent Meeting Planning Consultants
	
	
	
	
	

	Meeting Management Company
	
	
	
	
	

	Rogue spenders including Executive Assistants
	-Front line to the meeting requestor or may be the budget holder

-They may know the meeting objectives best and have the closest contact with the leader requesting the meeting.
	-Ability to begin planning immediately once they have the requirements

-Often have a local relationship with property or venue. 
	-Risks often incurred due to unauthorized contracts and verbiage  

-Non-professional planners may not understand how to ensure service excellence.

-Proper systems are not used to track meetings or attendance thus, during crisis, organization may not be able to track whereabouts.
	No charge except cost of employment. 
	-May appear “inexpensive” compared to using professional planners. Yet, penalties incurred may quickly turn to costly endeavors. 

-If a high-priced billing rate is connected with the rogue spender, then the organization may be losing revenue. 

	Destination Management Companies
	-Open door to the city or venue of choosing. When used with a professional meeting planner, results often provide exceptional quality.
	-May unlock entry into some venues that are off-limits to individual requestors. 
	-When used without a professional meeting planner, the results are less than optimal  and similar to the Rogue Spender weaknesses above.
	-Varied – maybe a “Packaged” price – direct costs plus a gross profit percentage factored into a “per person price.”  

-Also may be a “Cost Plus” showing actual costs for services plus a mutually agreed upon service fee.  

-It may be Menu-based depending on the options selected. 

-Or, it could be a fee-based to manage an entire meeting or program often based on hours.
	If the spend is not negotiated by a professional meeting planner, the costs may be higher than reasonable.

	Hotel websites, aggregate space websites (Groople, etc.)
	Simplicity and available to anyone with the click of a mouse.
	Simple and quick.  Especially appealing to those familiar with booking travel and buying everything via the Internet.
	-Risks are high as none of the contracts or agreements are reviewed by the organization.  

-Quality may be compromised. 

-Crisis management and security are non-existent as the organization does not have access to these records.
	Often commission-based and paid for by hoteliers.
	Price may be less than above but the risks outweigh the pricing from a organization perspective.


Opportunity

ANSWERS THE QUESTIONS:

Do we have consensus throughout the enterprise to manage meeting spend?

How much money can be saved?

How much risk can be mitigated?

How can resources be utilized to reduce duplication of effort, increase productivity?

How can we improve quality and consistency?

How can unnecessary meetings be eliminated?

How can meetings be approved by leaders before being planned?

How can we capture who is attending meetings for crisis management?

How can we capture where meetings are being held for crisis management?

How do we capitalize on penalties incurred?

How do we leverage our transient and meeting spend throughout the enterprise?

How do we ensure that documents are retained in the proper location for the correct length of time?

How do we streamline our processes?

How do we know if we have the right number of preferred suppliers? 

How do we direct our spend to those preferred suppliers?

How will we overcome the obstacles that exist?

· NOTE: Benefits only come from meeting business objectives.

Consider adding an estimated managed spend pie chart to emphasize the uncontrolled environment. 
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[In order to meet ABC’s business objectives of …., the opportunity to ….]

Strategy and Recommendations

ANSWERS THE QUESTIONS:

What are the objective(s)?

What is the strategy?

What do we recommend?

What business problem will this solve?

From the Financial Analysis, will this be profitable for us?

What are the critical success factors?

What are the services we're proposing with this business plan?
Is this important and will the services fit within our strategic initiatives and objectives?

What is the value this will bring to the business? What are the rewards?

Why will customers buy it? 

How will they value our service? 

What will influence their decision making?

SWOT - What are the strengths, weaknesses, opportunities and threats with this solution?

What is the reporting structure and organization structure?

Why is that structure the best? What are the alternatives?

What are the priorities that must be implemented first? And last?

[The proposed strategy is to ….and it is recommended …]

[The recommended approach is to ….. as it will strengthen ABC’s position in …..]

There are multiple types of strategy.  For example, a market penetration strategy may include moving strategic meeting management into business units that are not currently saturated with your service.  A service development strategy may include introducing new services, e.g. virtual meetings or incentive events.  Determine your strategic focus by speaking with stakeholders and understanding the problems/risks in your enterprise. 

While this may oversimplify the marketing strategy concept, below are some ideas as you plan your marketing efforts.  

Marketing Strategies

	Market Integration Strategy
	· Backward - Take ownership of suppliers

· Horizontal - Take ownership of competitors

· Forward - Take ownership of channels to market

	Market Intensive Strategy
	· Market Penetration - Increase your share of existing markets

· Market Development - Move into new markets

· Product Development - Improve existing products or introduce new products

	Market Diversification Strategy
	· Concentric - Introduce new, related products

· Horizontal - Introduce new, unrelated products for existing customers

· Conglomerate - Introduce new, unrelated products

	Market Defensive Strategy
	· Joint Ventures and Mergers - Join forces with another company

· Retrench -  Sell assets and cut costs

· Divest - Sell a whole business unit.


Using two Marketing Strategies

	Market Penetration

· Existing markets are not saturated with your product/service

· You could sell more to existing users

· Markets are growing and/or competitors market shares are declining

· Increased volumes would return economies of scale
	Capture unmanaged spend in an organization  

	Product/Service Development 

· You can build on existing brand/image

· Your market is growing

· Some unique opportunity exists

· Core competencies would make product competitive


	Offer additional services such as virtual meetings to complement face-to-face meetings


Financial Analysis and Support Requirements

ANSWERS THE QUESTIONS

How much will this cost? (insourced staff, outsourcing meeting management company fees, technology, operating costs, change management and training, etc.)

What methods will be used to obtain the data?

Will the returns justify the investment?

How will the return be calculated?

Are the costs resource-based or activity-based?

What will this do for our business performance?

What can we do to maximize the results?

Which financial criteria are important to decision makers?

Who assumes the costs?

What receives the benefits?

How much will we save? (hard dollars, soft dollars, productivity)

What risk will be mitigated that could be translated into savings? 

What resources are required?

What technology is required?

How will it be used and integrated?

What other value does it bring?

What metrics are leader's seeking? How often?

IMPORTANT:

Make sure you prepare a PROPOSED environment, a CURRENT environment and then create an INCREMENTAL CASH FLOW difference.  Cost savings are apparent only when two scenarios are compared in the cost analysis.   

NOTES:

· Make sure you include an analysis in addition to the numbers.  Never just include numbers without commentary.

· You should spend the majority of time on the financial analysis, statistics state that it could be 80% of your time creating this section.  

· Typically, "hard $ savings" are what people think of when they hear the word "cost savings." 

· If an action contributes to an important business objective, it belongs in the business plan. Try to assign financial value to all such benefits.   If cycle time is reduced, there is a cost savings opportunity in addition to another benefit such as improved service…which may increase compliance or usage of services.  Then, ask these questions:

· What is it worth to reduce cycle time?

· What if we don't do it?

· What is the impact?

SHOW some data such as the typical time it takes for professionals to plan a meeting vs. an ad-hoc planner just as an idea.

[ABC Company has an opportunity to save $…. and recognize …%.ROI over the next five years]

Add one or two charts in this section and add the remaining in the appendix. 

NOTE: Contact Debi Scholar for a copy of the Excel document.
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Marketing and Implementation

ANSWERS THE QUESTIONS:

How do we know the business wants us to deliver these services?

What is the market potential for these services? Is there unmanaged spend today? How much?

What is our service and industry?

How do we differ from our competitors? What is our unique selling proposition? (keep in mind -- our competitors may be someone internal such as ad hoc meeting planners or EAs planning meetings)

What are the strengths and weaknesses?

How do our business competitors manage these services?

How do we sell this service?  And, for how much? 

Is it insourced, outsourced or both?  Why?

What is going on in the environment that could affect our plan and our success potential?

How do we educate and motivate customers and potential customers? 

How will our customers evaluate the value or importance of our service?  

How do our customers make their buying decisions?

Do our customers have purchasing policies to follow? (RFPs, etc?)

Who makes the decisions?

Who influences the decision making?

Who approves the spending? What are their spending limits? 

How will we distribute our message?  To what audiences?  By what mediums?
How will the solution be implemented?

Who owns the project plan?

What are the priorities?

Who is responsible and how will we manage the changes to the environment?

What training is required and for what audiences?

What compliance and consequences will be in place?

How will we know if we’re successful?

Determining the market segments and targets

	Market
	Entire enterprise

	Market Segment
	Business Unit #1

	Target Market
	Within Business Unit #1, we will target:

a.  EAs

b.  Other ad hoc planners (HR, Marketing, etc.)
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Marketing Mix

The 4 P’s of the normal marketing mix, product, promotion, price and place, take on slightly different meanings within the scope of this business plan.  

	Product (Service)

Educate on who provides the services and what services are available.

· Meeting Management Company (or internal resources) provides ….. 


	Promotion (Communication theme)

Motivate to want to use service.

· Improved service quality and professional consulting

· Risks associated with contracts and will be mitigated

· Ease of planning

· Importance of ethical behavior 

	Price (Perception of value)

Evaluate worth or importance

· Actual spend/cost reductions against budget

· Auditing controls are in place


	Place (Distribution method)

Circulate message

· Targeted emails from the business leaders Meeting Resource Center (website)

· Teleconference calls 

· Webinars

· E-Newsletter

· Lunch ‘n Learns


Selecting the Marketing Mixes

	Two way communication
	One way communication

	· Conferences, conventions

· Receptions, bfast, lunch or dinner meetings

· Social events

· Webinars, social networking groups, blogs

· Word of mouth

· One on one conversations
	· Advertising (websites, print, TV, radio, yellow pages)

· Mail (direct, email)

· Newsletters, informational

· Public relations (press releases, interviews, etc.)

· Incentives, gifts

· Branding


Selecting the Target Markets

	Business Unit #1

	Theme/Purpose
	Business Unit Leaders
	Budget Holders and Approvers 
	
	

	Educate and obtain buy in
	COO, CFO, CPO, etc.
	All within Business unit
	
	Target Markets

	
	EAs
	Ad hoc Planners
	Suppliers
	

	Inform,

Change Behavior


	All EAs
	HR and Marketing Support Staff who are planning meetings
	Hotels Sales that are known to work with EAs, HR and Marketing Staff
	


Selecting the Marketing Activities

	Marketing Mix Activity
	Target Market
	Key Messages
	Activity
	Start Date
	End Date
	Budget
	Responsibility

	One on one conversations
	Each C-level business unit leader
	(Cost Savings

(Risk Mitigation

(Right Person/
Right Role

(Ask to support and communicate
	Executive Sponsor to set up calls and meetings
	
	
	$0
	Executive Sponsor

	Multiple
	All EAs
	(Services provided and who provides them

(Encourage conformity

(Compliance

(Risk Mitigation

(Professional assistance

(Ask to support and communicate
	1. Set up Webinar

2. Send out  emails

3. Participate in monthly team meeting
	
	
	
	Manager

	ETC
	
	
	
	
	
	
	


NOTE: For another view of a Communication Plan form, please (See Appendix C).

Marketing Measurements

	Activity
	Expected Results and Measurements
	Performance Standards and ROI reporting
	Review and analyze timetable

	One-on-One with C-Level
	Educate and motivate

To have leaders communicate compliance requirements to their staff.

Increase awareness on quantity of unmanaged spend.
	Review Business Unit unmanaged spend reports expecting reductions from baseline.

Reduction in unmanaged spend by business unit X% of actual meeting spend. 



	Review current stakeholder organization charts at end of fiscal year. Determine if names have changed and if more messaging must go out.

If unmanaged spend does not decrease by X% by [date], escalate communications efforts and reduce original objectives.  

	ETC.
	
	
	


[The Project Plan Milestones include:

· Business Plan requested approval by [date].

· Milestone #2 and date

· Milestone #3 and date

· Etc.]

For the complete project plan, please (See Appendix D)

Conclusion

ANSWERS THE QUESTIONS:

What is the most important message of this business plan?

What is the business objective it maps to? 

What problem will it solve?

What will it cost?

What motivational ending will sell it?

[In conclusion, analysis shows …]

[In order to increase service quality, avoid risks and reduce costs, it is recommended that ….]

Glossary

	Term or Acronym
	Definition
	Description

	CMP
	Certified Meeting Professional
	

	FTE
	Full Time Equivalent or Full Time Employee
	

	NBTA
	National Business Travel Association
	The association who coined the term, "Strategic Meetings Management Program" in March, 2004. 

	SMMP
	Strategic Meetings Management Program
	

	USP
	Unique Selling Point
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Appendix A - Risk Impact Graph
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SMMP Benefits - Successful Risk Mitigation

Legal/Regulatory Risks
Sarbanes Oxley regulations are followed.
Healthcare and Pharma Code compliance laws are followed.
Government Federal Regulations for government conferences are followed.
Contracts contain approved language, negotiated properly and signed by authorized signers.
Insurance riders are obtained for certain activities.
Document retention of RFPs and contracts is maintained.

inancial Risks
Savings and cost avoidance are maximized by standard and aggressive negotiations .
Cancellation and attrition charges are minimized and reusable.
Preferred suppliers are created in order to leverage spend.
Meeting/event spend and business travel (transient) spend are leveraged with suppliers for maximum value.
Payment and Expense reconciliation is thorough for allowable and auditable tracking of expenses.
Payments are made by meeting cards or P-cards to reduce spend on corporate point-accruing cards.
Business leader approvals are in place to heighten visibility into meeting spend, volume, and type thereby
reducing, eliminating or substituting face-to-face meetings.
ROI and analysis metrics are reported to meeting sponsors and leaders.

perating Risks
Crisis management preparedness is managed by knowing where all meetings/events are occurring and
monitoring attendee well-being.
Business continuity, increased quality and consistency are managed by using professional meeting planners
and securing backups for the unexpected.
Automated processes and standard operating procedures are used to improve staff efficiency and maximize
productivity.
Customer Service is exceptional and consistent with business goals and brand standards.
Resources are forecasted and skilled professionals are sourcing and planning meetings.
Systems and technology are used and integrated with other systems (e.g. online booking, learning
management systems) to maximize reporting and productivity.

Intangible Risks
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U Conflicts of interest policies are followed --e.g. not accepting free hotel stays, gifts, etc.
\% Confidentiality is ensured by proper contract language and onsite consciousness.

w Branding requirements are followed.

X Corporate Social Responsibility initiatives are used.

NOTE: RISKS in your environment may be mapped differently. Talk to your business leaders to determine
what areas of risk are most important to mitigate and manage throughout the enterprise.

© Copyright 2008 Debi Scholar. All rights reserved.




Appendix B – Financial Analysis
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Appendix C - Communication Plan Form

	Theme:  Communicate importance of using meeting management services

	Description
	Messages
	Audience/

Stakeholders
	Purpose/Goal
	Medium
	Developer and Timing
	Approver and Timing
	Deliverer and Timing
	Status
	Feedback

	Present opportunity
	(Cost Savings

(Risk Mitigation

(Right Person/
Right Role

(Ask to support and communicate
	Each C-level business unit leader
	To obtain buy in and ask them to distribute messages to their reports
	One-on-one conversations followed up by email
	Mtg. Plng. Mgr.

(date)
	Executive Sponsor

(date)
	Executive Sponsor

(date)
	On target
	Confirm that message went out and agreed upon


Appendix D - Project Plan

MS Project would be best to show the comprehensive project plan.  If you do not know how to use it, use a simple table for the work breakdown structure of each task. 

	Activity
	Start Date
	End Date
	Assigned

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Appendix E - Other ideas

Other things you may want to include in the appendix are:

· The financial spreadsheets to back up the numbers in the financial section

· Organization charts and bios of key staff

· Meeting and/or Travel policies

· Screen shots of technology interface or system

· Skillset analysis

· Research by NBTA, MPI or other organizations

· Cost comparisons of suppliers proposed

· Process maps and project plans

· Sample metrics and reporting analysis

Resources used to create the business plan

· The Definitive Business Plan by Richard Stutely, published by Financial Times, Prentice Hall.

· http://www.canadabusiness.ca/ibp/ 

· The Business Case Guide, second edition, by Marty Schmidt.  www.solutionmatrix.com
· Perfect Phrases for Business Proposals and Business Plans by Don Debelak, published by McGraw-Hill

NOTE: Some of the dates in this business plan are OUTDATED (e.g. 2008 or 2009).  Make sure you always use the most current information. This is for illustration purposes only. 
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