

Business Plan


The following is a suggested framework for a business plan for a proposed slaughterhouse/meat business in the Marianas.  The comments in blue font are provided for guidance only and should be replaced with your specific information.  
Remember that the target audience for your business plan is yourself and your business partners (it’s your roadmap to implementation) in addition to potential investors and lenders (including banks and, possibly, representatives of government entities in the case of grants, loan guarantees, or other financial support).
It’s also important to remember that a project cannot be deployed with financing, and a primary objective of a business plan is to develop sufficient confidence in the project – from the perspective of investors, lenders, and project participants – to secure project financing.
Business Plan:
 (insert project name and location)

A. Executive Summary
1. Purpose of this section:  Provide the reader (i.e., your management team, your investors, your banker, and/or your government grant/loan officer) a concise summary of your plan. The primary objective is to provide a summary/overview and to alert the reader that details regarding each aspect of the biz plan are subsequently presented.  The executive summary should be 1~3 pages.
2. Summary of key components: 

a) Summary of the business structure (e.g., will the scope include animal production, slaughtering, further processing and/or a retail operation?  Will it be a for-profit enterprise or a cooperative or another structure?  What is the fundamental reason(s) for creating the enterprise?)
b) Summary of products that will be offered (e.g., primary meat products such as primal cuts, retail cuts, value-added products such as jerky/sausage) and services that will be offered (e.g., will custom slaughtering be offered?)
c) Summary of the product markets (e.g., 20% on-island wholesalers and 80% wholesalers on other islands within the Marianas)
d) Summary of what differentiates this business from the competition (e.g., locally produced, fresh meat vs. frozen meats imported from the mainland)
e) Summary of management plans and key personnel that will be involved
f) Summary of key design features (e.g., which types of animals will be processed?  What is the capacity in # head per day, per week, per year? Will the system be purchased as a pre-fab unit or built on site?  Will it include a chiller?)
g) Summary of projected economics (including capital costs, average net operating income, and other parameters)
h) Summary of projected financial performance and funding sources (including equity requirement and source(s), IRR and other parameters evaluated)

B. Business Structure, Services to be offered, and Products to be made 
1. Purpose of this section:  Provide an understanding of the business, including intended services and products. 
2. Items to be discussed:

· What is the rationale behind the services to be offered?  What is the overall mission of the enterprise?
· What type of business will be pursued and what services will be offered?  
· For example, will the enterprise be a cooperative that only provides slaughter services to members, or will it be a private enterprise that purchases live animals and slaughters and further processes the meat into various products for sale into wholesale markets?  (Or will it be some type of hybrid operations, offering custom slaughtering / processing / marketing services as well as owning and selling various meat products?)
· If custom services will be offered, describe the anticipated patrons/beneficiaries (for example, 20 local cattle producers are expected to use the custom services for a total of 40-60 cattle/year).  What will be the fee schedule?
· Will the enterprise establish its own retail outlet(s)?  If yes, when and where?
· Is it a profit-oriented enterprise or is it a community support operation (or a combination)?
· What products will be made and sold?  How much of each product type?  What are the target prices?
· Information compiled and evaluated during the project feasibility study that is relevant to this section includes:
· Overview:  http://www.agenergyenterprises.com/feasibility/overview.htm 
· Business considerations: http://www.agenergyenterprises.com/feasibility/business.htm 
· Target products and economic analyses:  http://www.agenergyenterprises.com/feasibility/economics.htm
If you use the economic analysis spreadsheet developed for this project and available from the project website, then you could incorporate the products & prices data you defined in ‘economics’ Step 3 into this section of the biz plan.  

C. Target Markets

1. Purpose of this section:  Provide an understanding of which markets are targeted and why those markets will be pursued.
2. Items to be discussed:

· What fraction of the products will be provided back to animal producers after custom services, vs. the fraction to be marketed by the enterprise?
· What fraction will be marketed into wholesale vs retail markets?  Which markets?
· What rationale can be presented as to why each market is targeted?  What is current consumption?  What are anticipated changes in demand?  
· What will be the target market penetration?  
· What fraction will be marketed on-island vs off-land?  Why?
· Will the products be sold fresh, aged, frozen, vacuum-wrapped, and/or labeled?  Will private labeling options be available?
· What are current prices for the products to be marketed?  Prices should reflect expected product pricing for both wholesale and retail markets (if any retail markets are being targeted). 
· Information compiled and evaluated during the project feasibility study that is relevant to this section includes:
· Potential markets:  http://www.agenergyenterprises.com/feasibility/markets.htm 
· Estimates of current beef and pork consumption in the Marianas:  http://www.agenergyenterprises.com/feasibility/economics.htm
If you use the economic analysis spreadsheet developed for this project and available from the project website, then you could incorporate the data set forth in the ‘cattle-beef’ and ‘pigs-pork’ worksheets into this section of the biz plan.  

D. Sales and Marketing Strategies

1. Purpose of this section:  Provide an understanding of how the products will be marketed and sold.
2. Items to be discussed:

· How will the enterprise identify, evaluate, test, develop, and maintain the target markets for each of the products?  What data exists (and from what sources) to support the enterprise’s targets?
· What sales agreements have been established or discussed with existing wholesalers or retailers?  
· Will some meat products be limited to certain markets while other products will be marketed elsewhere?  (For example, would low-value cuts be sold locally whereas prime retail cuts and ground beef patties are marketed directly to certain restaurants?)
· Will the enterprise establish a sales/marketing department?  If yes, provide details regarding anticipated staff / resources required for product sales & marketing?
· What steps will be taken to ensure consistent product quality and reliability of product supplies to your customers?
· Information compiled and evaluated during the project feasibility study that is relevant to this section includes:
· Potential markets and product quality considerations:  http://www.agenergyenterprises.com/feasibility/markets.htm 
· Estimates of current beef and pork consumption in the Marianas:  http://www.agenergyenterprises.com/feasibility/economics.htm
If you use the economic analysis spreadsheet developed for this project and available from the project website, then you could incorporate the data set forth in the ‘cattle-beef’ and ‘pigs-pork’ worksheets into this section of the biz plan.  

E. Supply(s) of Animals

1. Purpose of this section:  Provide an understanding of which type(s) of animals will be processed and a detailed understanding of the livestock supply chain(s).
2. Items to be discussed:

· This is a particularly critical section for small islands, where production and supplies of animals are limited…which constitutes risks for the enterprise.
· Describe the entire animal supply chain(s), including which type(s) of animals, who and where are the producers, how stable and reliable are the anticipated supplies, etc.
· Will the S&P enterprise be actively involved in animal production?  If yes, then describe the reasons and expected benefits of such involvement and describe the enterprise’s activities, responsibilities, and potential liabilities.  
· Identify and discuss the key risks and your mitigation strategies, e.g.: What will happen to the supply chain during the dry season?  How might supplies be affected by typhoons?  
· For cattle: What are the plans for expanding the herd size to meet future needs?  How will such expansion be accomplished and coordinated?  Is there sufficient pasture land?  Are there issues that must be addressed regarding purchase/use of those lands?  What are current and projected stocking densities?  What are current and planned propagation plans (including artificial insemination)? How might near-term slaughtering activities impact the ability to ramp up herd size for the long-term and what steps will be put into place by the enterprise to avoid such a scenario?
· For pigs: What fraction of the feed will be imported?  What are the costs of imported feed and how stable are those costs considered to be?  If local food wastes will be used as a fraction of the feed, describe the sources, the reliability and cost of those supplies, the logistics of collecting the material, and how the material will be handled and processed to minimize pathogen/biological/health concerns?  How might feed supplies and animal production be affected by increased feed prices or disruptions in shipping schedules?
· How will the producers address environmental concerns?  In particular, how will animal waste streams (e.g., wash-down water, manure from confined operations, runoff from open operations) be managed so as to comply with applicable regulations?
· How will herd health be managed?  What steps will be taken to ensure biosecurity in the production facilities and healthy animals?  What steps will be taken to respond to health issues when they arise?
· What is the economic status of the producers?  To what extent might the supplies be at risk due to economic instability of some of the producers?
· Information compiled and evaluated during the project feasibility study that is relevant to this section includes:
· Current animal production and supply chain considerations in the Marianas are available at the Livestock section:  http://www.agenergyenterprises.com/feasibility/livestock.htm  
F. Facilities and Operations

1. Purpose of this section:  Provide an understanding of the facilities and equipment that will be required and an understanding of the operations of the enterprise.
2. Items to be discussed:

· Describe the slaughtering/processing steps and the facilities & equipment needed and the required capacities (animals per day, animals per week, and animals per year) and how those requirements might change over time.  
· Describe the primary components of the enterprise and how they will be integrated (e.g., animal receiving and holding pens, stun boxes and kill areas, slaughtering areas, de-hiding methods and hide management plans (for cattle), scalding and de-hairing equipment (for pigs), cool-down of carcasses, aging plans (for cattle, if any), carcass storage and handling, further processing (e.g., cut & wrap), value-added processing (e.g., jerky production, sausage production, specialty packaging).
· Include a simple process flow diagram identifying the steps involved (from receiving of animals through transport of products to market).
· Describe the facilities that will be established, the basis of the design of those facilities, who is responsible for the design, who is responsible for the construction, and what types of performance guarantees (if any) may be secured.
· Include a layout of the operation depicting the flow of material from one workstation to the next.
· Discuss what types of facilities will be established, e.g., fixed vs. stationary, and pre-fabricated vs. constructed on site.  Discuss the rationale behind the selection of the types of equipment.
· For slaughtering, handling, and processing equipment (and for pre-fab components such as slaughtering trailers and walk-in coolers), describe what components will be obtained, from what sources, the expected quality of the equipment and the experience of the vendors, and associated quality/performance guarantees.
· Information compiled and evaluated during the project feasibility study that is relevant to this section includes:
· Basic information, design considerations, mobile slaughtering / processing units, and facility design guidance are available at the Processing section:  http://www.agenergyenterprises.com/feasibility/processing.htm   
G. Environmental Considerations

1. Purpose of this section:  Effective management of liquid and solid wastes is an essential part of any slaughtering operation.  This section describes what waste streams will be generated and how they will be managed – the business plan should describe how the enterprise intends to address these considerations (and what efforts have already occurred).
2. Items to be discussed:

· Identify and describe the facility’s waste management plans.
· Describe the waste streams that will be generated by the animal production operation(s) and what steps the enterprise has taken to ensure that said wastes will be managed effectively and will comply with all applicable regulations.
· If some or all of the material will be discharged directly into a local sewer or wastewater management system, then describe those resources and services and discuss what steps have been taken to secure the necessary access and discharge rights/permits.
· If some or all of the material will be sent offsite for management / disposal, then describe those activities and discuss what steps have been taken to make the necessary arrangements and secure the necessary access rights/permits.
· Describe the solid waste streams that will be generated by the slaughter and processing operations and what steps the enterprise has taken to ensure that said wastes will be managed effectively and will comply with all applicable regulations.
· If some or all of the material will be managed on-site (e.g., through composting or anaerobic digestion), then describe those activities and discuss what steps have been taken to make the necessary arrangements and secure the necessary access rights/permits

· If some or all of the material will be managed off-site (e.g., through land-filling or ocean disposal), then describe those activities and discuss what steps have been taken to make the necessary arrangements and secure the necessary access rights/permits.
· Describe any contingency plans and alternative management plans in the event there are problems with intended management plans.
· Describe any plans the enterprise may have for alternate / value-added waste management activities (e.g., composting and marketing of the compost products, including market development activities, quality control plans, and economics).
· Describe plans to minimize potential odor emissions and to manage runoff/storm water from the slaughtering/processing sites (and production sites, if applicable).
· Information compiled and evaluated during the project feasibility study that is relevant to this section includes:
· Anticipated types and quantities of waste streams from S&P facilities in the Marianas, as well as discussions regarding potential waste management options, are available at the Environmental section:  http://www.agenergyenterprises.com/feasibility/environmental.htm 
H. Regulatory Considerations

1. Purpose of this section:  Provide an understanding of applicable regulations and plans to comply with those regulations.
2. Items to be discussed:

· Identify and discuss the status of each step required to comply with USDA-FSIS.
· Describe the status of each step (i.e., what activities have been completed, what activities remain to be completed, what is the strategy for completing the step).
· Has the design of the facility been reviewed and approved by USDA-FSIS?  Has the enterprise engaged a facility designer that is knowledgeable of the details needed to meet USDA-FSIS requirements?
· SOP – Has the enterprise completed the preparation of its written Standard Operating Procedures for all operations?  If not, what is the plan for completing this essential step?  Has the enterprise developed adequate plans and procedures for managing Special Risk Materials (i.e., “SRM”, which for cattle consists of brain tissue and the spinal cord)?
· SSOP – Has the enterprise completed the preparation of its written Sanitary Standard Operating Procedures for maintaining sanitary conditions?  If not, what is the plan for completing this essential step?
· HACCP – Has the enterprise completed the preparation of its written Hazard Analysis & Critical Control Points document?  If not, what is the plan for completing this essential step?
· Grant of Inspection – Has the enterprise obtained this notification?  If not, what is the plan for completing this essential step?
· Identify and discuss the status of compliance with regulations and operating permits regarding liquid and solid waste management.
· List the regulations and permits required for by the enterprise associated with liquid and solid wastes.  For each regulation/permit, describe what steps have been taken or will be taken to secure the necessary permit or comply with the regulation.  (For example, if liquid wastes are to be discharged into the sewer, has the discharge permit been obtained?  Another example: if solid wastes are to be disposed of in the ocean, has the disposal permit been obtained?)
· Identify and discuss the status of other regulations and permits required.
· For example, land use permit(s) for the animal production facility(s) and/or the S&P facility(s).  Have all zoning requirements been met?
· For example, storm water management: Is a permit required?  If so, has a competent engineering firm developed a site plan that has been deemed acceptable to the permitting authority?
· For example, land application of manure or digester effluent:  Has each production facility in the enterprise’s supply chain obtained the necessary approvals and permits for animal waste management?
· Public health inspection:  Are any of the premises subject to pre-construction, pre-operation, and/or on-going permits or inspections?  For each item, describe the status of each permit and the enterprise’s plan for compliance.
· Information compiled and evaluated during the project feasibility study that is relevant to this section includes:
· Information regarding applicable rules, regulations, application processes, and permitting considerations have been compiled and are available at the Regulatory section: http://www.agenergyenterprises.com/feasibility/regulatory.htm 
I. Logistical Considerations

1. Purpose of this section:  Provide an understanding of the site, the infrastructure, and the logistics that will affect the operation.
2. Items to be discussed:

· Site and infrastructure
· Describe the site; if possible, include a map(s) depicting the specific location; if possible, also include a map(s) depicting the overall site layout.
· Describe the ownership status of the site(s) and what steps have been (or will be) taken to ensure that the enterprise has legal access to the site(s).
· Describe the infrastructural elements and what efforts are (were) required to address infrastructural constraints.  
· Road access: identify the key service roads for delivery of animals and transport out of meat products; identify traffic flows and parking areas.  Quantify anticipated traffic flow (e.g., 4 delivery trailers per week of animals, 2 outbound refrigerated delivery trucks per day with an average net payload of 1,500 pounds per load).
· Port access: identify sea and air port requirements and port location(s) and extraordinary considerations (are entry permits / inspections required?  If so, what is the status of securing said permits or being able to comply with said inspections?)
· Potable water supply: describe the supply and confirm that both quality (certified potable) and quantity requirements (e.g., in cubic feet per day) can be met.  If an on-site water treatment system is required to meet potable water requirements, then describe that system (what it does, its capacity, the vendor, performance guarantees, who will operate the system, who will maintain the system, etc).
· Sewer / wastewater system location and access: Describe the required capacity, what hook-up options exist, and what efforts are needed to gain access to the system (physically and legally).  If an on-site hook-up is not feasible, describe the alternate plan for sewage management.
· Power line location and access:  Describe the required capacity (and how said capacity was estimated and by whom), determine what hook-up options exist, confirm that the line to the facility(s) will be adequate for the load(s), and what efforts are needed to establish the hook-up.  
· Waste management: If the operation is reliant on third-party support (e.g., pick-up of domestic trash by a municipal garbage truck once a week), describe those requirements/options and how those arrangements have been (or will be) made.
· Transport and receiving of animals
· Describe the transport of animals from the production facilities to the S&P facility.  Describe what vehicles/trailers will be used, who will be responsible for operating the equipment and delivering the animals, who will have liability for any mishaps that might occur en route (including capture of animals that may get loose and clean-up of any manure spilled onto a road).  Describe the receiving arrangements:  traffic flow on-site, unloading equipment and holding pens, cull and re-loading pens and equipment, and feed and watering systems.
· Transport of products to markets
· Describe how the meat products will be transported to the markets previously described.  Describe the condition in which the meat will be transported (e.g., frozen, vacuum-wrapped, in 40-pound meat boxes), the quantities (pounds and truckloads per day, per week, per year), and the transport and distribution plans for on-island vs. off-island markets.  For off-island sales, describe, in detail, the transport plans (e.g., the quantity and frequency of ocean shipping in refrigerated containers, the quantity and frequency of air cargo shipping in unrefrigerated double-packed cardboard boxes within reusable plastic bins).  Describe the costs associated with each transport leg and the potential risks and contingency plans in the event that one of the transport legs becomes unavailable temporarily or for an extended period.
· Information compiled and evaluated during the project feasibility study that is relevant to this section includes:
· Information regarding facility operations and utilities, delivery of live animals, and delivery of products to markets is available at the Logistical section: http://www.agenergyenterprises.com/feasibility/logistical.htm 
J. Economics
1. Purpose of this section:  Provide an understanding of the projected economics and financial performance of the operation as planned…convey to the reader that the intended enterprise is economically feasible.

2. Items to be discussed:

· Discuss which analytical models were considered, developed, and/or used for evaluation of the enterprise.  
· Capital costs
· Review the capital costs (“capex”) of the project, describe the options regarding capital expenses, and defend the selections made.  
· Provide a list of key capital cost items.  Where appropriate, distinguish between purchase costs and shipping and handling expenses.
· Use the list of possible capital costs at the project website as a guide or checklist (Sub-section #2).
· Operating costs
· Review the operating costs (“opex”) of the project, including both fixed and variable opex, and defend each key assumption made.  
· Provide a list of key opex items.  
· Use the list of possible operating costs at the project website as a guide or checklist (Sub-section #3).
· Pro forma
· At a minimum, include future projections of revenues, expenses, and cash flow for at least the duration of anticipated debt service (preferably for at least the anticipated service life of the facilities).  Most investors and lenders will also want to see projected balance sheets.  Defend all key assumptions not previously discussed in the capex and opex sections above.
· Financial performance
· Discuss the results (based on the pro forma) using multiple metrics such as IRR, NPV, and ROI.
· Sensitivity analyses
· Include the results of sensitivity analyses on key assumptions.  Alternate values for key assumptions can be evaluated either as specific values or a percentage changes.  In general, a common performance metric should be used as the basis for sensitivity analyses in order to compare “apples with apples” – the IRR or NPV are common enterprise performance metrics used.
· Information compiled and evaluated during the project feasibility study that is relevant to this section includes:
· A link to the economic analysis spreadsheet model developed specifically for evaluating small-scale S&P enterprises in the Marianas is downloadable from: http://www.agenergyenterprises.com/feasibility/economics.htm  
· The same site also provides links to other economic models for evaluating small-scale S&) operations.
· The same project webpage also provides information regarding potential capex and opex.
K. Project financing

1. Purpose of this section:  Provide an understanding of how the enterprise will be financed.
2. Items to be discussed:

· Describe the overall project financing plan, i.e., what combination of equity investments, government grants, and debt financing will be used.  Discuss the anticipated financing schedule / timeline  (e.g., closing date, start of construction, start of operations).
· Describe the estimated amount of equity requirements, potential returns to equity investors, equity repayment plans, and the enterprise’s plan for raising the necessary equity.  Describe the equity committed by the project developers and equity investments already made.  
· Describe what sources of government support is anticipated, how much and what kind of support is anticipated (e.g., capital grants vs. operating subsidies), and describe what efforts have been made (or will be made) to secure said support.
· Describe anticipated debt financing requirements and anticipated source(s).  Describe the key assumptions enterprise’s debt service plan.
· Describe the enterprise’s funding requirements and plan during the construction period.
· Information compiled and evaluated during the project feasibility study that is relevant to this section includes:
· Discussions regarding project financing considerations, possible government support, financial analyses, and key metrics are available at the Financial web page: http://www.agenergyenterprises.com/feasibility/financial.htm   
L. Management Plans
1. Purpose of this section:  Provide an understanding of how the enterprise will be managed and who is involved in the project development team.
2. Items to be discussed:

· Identify the management team (during project development vs. implementation, if different) and discuss the strengths of each key team member.  
· Discuss management requirements during operations (including types of positions, required skill sets, etc) and describe what steps have been or will be taken to identify and secure a suitable management team.
· Discuss anticipated labor requirements and costs (including types of positions, required skill sets, etc) and describe what steps have been or will be taken to identify and secure suitable labor.
· Information compiled and evaluated during the project feasibility study that is relevant to this section includes:
· Discussions regarding management and labor considerations are available at the Management web page: http://www.agenergyenterprises.com/feasibility/management.htm    
M. Other Business Considerations
1. Purpose of this section:  Provide an understanding of other aspects of the intended enterprise – in particular, provide an understanding of the potential risks and the anticipated strategies that will be pursued to mitigate those risks.
2. Items to be discussed:

· Business structure
· Discuss the proposed structure of the business (already introduced in section B above) and provide additional details and supporting information.  Why was this particular structure selected?  How is this structure suitable for the project’s investors and/or beneficiaries?  What alternate structures were considered and why were they not selected?  

· Potential risks, and risk mitigation plans
· Identify and describe each perceived risk, and discuss planned/possible mitigation strategies.  One example is the risk of disruption of supply of animals – describe what steps have been taken and/or will be taken to reduce the possibility of a major disruption in the supply of animals to the slaughter facility.
· This is sometimes considered one of the most critical pieces of a business plan.  Potential investors and lenders want to know the extent to which the project developers have identified and thought through potential issues and uncertainties.  Cavalier or incomplete risk analyses generally have a negative effect on the quality of the business plan and the enthusiasm of potential investors/lenders for the proposed endeavor.
· Expansion / Replication
· If the initial operation is successful, does the enterprise plan to expand its activities and/or replicate the operation elsewhere?  (For example, if the initial operation consists of slaughtering and processing facilities, does the enterprise envision adding a retail component to sell some of its products directly to consumers?)  
· What are the anticipated details (e.g., timeframe, location, size) of expanded / replicated operations and what sets of conditions will need to be met for the enterprise to commit to such actions?
· Similar or planned operations
· Are there similar operations from which lessons can be learned (both successes and failures)?  To what extent would anticipated operations on the same island or within the Marianas compete with or potentially compliment the proposed enterprise?  
· Implementation timeline
· Discuss the timeframe and schedule for project implementation.  A simple bar chart depicting the task-timeline is usually an effective way to visually describe the implementation plan.  
· Information compiled and evaluated during the project feasibility study that is relevant to this section includes:
· Discussions regarding options for structuring the livestock supply chain(s), evaluating and mitigating risks, and several S&P initiatives in the Marianas are available at the Business web page: http://www.agenergyenterprises.com/feasibility/business.htm 
N. Contact Information and Additional Information
1. Purpose of this section:  Provide additional information regarding the proposed business and the development team members that will be needed by potential investors and lenders.
2. Items to be discussed:

· Provide complete contact information for the project developers.
· Provide (or offer to provide) references in support of the proposed enterprise and the development team.
· Business references (attesting to the business experience and competence of one or more team members)
· Personal references (attesting to the capabilities, integrity, or other positive characteristics of one or more team members)
· Financial references (attesting to the financial aspects of the existing enterprise or (if applicable) and/or to the financial standing of one or more team members).
· Provide (or offer to provide) a non-disclosure agreement, if required by the development team for the potential investor/lender.
· Provide (or offer to provide) audited financial statements, if requested by the potential investor/lender.
· Consider including a “Safe Harbor” statement regarding the uncertain nature of economic and financial projections.  This essentially states that the economic and financial projections set forth in the business plan are best estimates and based on available information which may or may not be accurate and are subject to change.  The intent is to indemnify the preparers of the business plan against future claims that the information contained therein was misleading.  Specific and appropriate examples of Safe Harbor statements can be obtained through internet searches.
.
� It is assumed that the enterprise as planned has been deemed to be economically feasible… if a project feasibility study indicated that the enterprise is not feasible as planned then there is no need to develop a business plan.
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