MANAGER

MANAGEMENT STRATEGIES FOR IMPROVING HEALTH SERVICES

In This Issue

Developing Business Plans to Attract

Funders Interested in Social Benefits.......... 2
Business Planning: A Mindset...........ccccc........ 4

Understanding Business Planning outside
the Business World 4

Creating a Business Plan for Social Return 5

Section 1: The Story behind the
Organization .......ccccceeeeeevenereiseiseseieeseenennns 6

The Delta Model's Three Strategic
POSIEIONS ..ot 8

Determining the Scope and Strategic
Position of Your Products and Services.......9

Section 2: The Breakthrough Idea.............. 10

Ranking the Competitive Position of
Breakthrough Products and Services.......... 12

Section 3: The Market and Marketing
APProach ... 15

Section 4: The Design and Implementa-
tion Team and Development Plan.............. 17

Members of a High-Performing, Innovative
TEAM .o 18

Section 5: The Financial Requirements..... 19
Section 6: Projections of Social Return ....21

Monitoring and Evaluating Return on
INVESTMENL ... 24

Identifying Opportunities for Improving

Business Planning SKkills............cccccceuecuiuencne. 26

Using Business Planning as Your Tool

for New Initiatives 27
Working Solutions—Worldwide................... 28

Case

“Community Health” Takes Initial Steps to
Develop a Business Plan

77N\
MSH MANAGEMENT SCIENCES for HEALTH
A

Business Planning to Transform
Your Organization
Editors’ Note

TO DIVERSIFY FUNDING SOURCES, health and social service organiza-
tions are finding that they can secure funds from nontraditional private
sources—companies, professional investors, and individuals—for innovations
in their social programs. A well-crafted business plan can often open the
door to the foundations and corporate giving programs engaged in philan-

thropy or social investing.

A business plan can bridge the gap between the world of social mission
and the business world. It is a results-oriented format that health and social
service managers can use to demonstrate to a socially minded funder

the link between their proposed product or service and a social return.
Through funded business plans, organizations can gain a competitive edge
in the expanding field of organizations seeking funds from new sources.
Over time, these organizations can apply businesslike thinking, used to
develop such plans, to their operations and even become market innova-

tors in health and social welfare for their region.

THIS ISSUE OF THE MANAGER offers health and social service managers
the business plan as a way to communicate their needs and competen-
cies to potential funders. To illustrate this way of thinking, the issue walks
readers through the format of a persuasive business plan and suggests to
managers who want to further their skills how they might assess resources

for developing rigorous business plans. Bl
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Developing Business Plans to Attract Funders
Interested in Social Benefits

An expanding world of private funders awaits health and social service
organizations that use businesslike practices and increase social well-be-
ing. Forward-looking corporations around the world embrace corporate
social responsibility and make corporate donations to nongovernmental
organizations (NGOs). Venture philanthropists invest in innovative orga-
nizations that benefit society. Web-based and community organizations
offer “marketplaces” where NGOs publicize funding needs and individu-
als send funds. Foundations organize local philanthropy in regions with
great social needs.

Private funding is expanding on a local, regional, and global basis. A
new trend called global social investing represents the strategic investment
of private philanthropic resources in addressing challenges of poverty,
health, the environment, human security, and basic education. Driven by
the realization that many problems within one part of the world threaten
the health and security of all people, global social investing presents op-
portunities for private investors to make differences with targeted contri-
butions.

New and existing government donors and foundations are also looking
for organizations that can deliver results in shorter time frames. Driven by
surges in funding for HIV/AIDS that must be rapidly spent, donors like
the Global Fund to Fight AIDS, Tuberculosis and Malaria, the Millennium
Challenge Corporation, and the President’s Emergency Plan for AIDS Relief
make grants to organizations that demonstrate the ability to swiftly plan
and spend funds with demonstrated results, while showing financial ac-
countability.

Results-oriented health and social service organizations that adopt busi-
nesslike practices can attract funds from private investors and increasingly
demanding donors and foundations. They can learn how to use business
plans for new products and services that aim to increase social well-being.
Although business plans have long been used to seek investments with
financial return, they can also be used to seek funding for a new product
or service with a “social return,” in other words, a beneficial social impact.
Business plans offer a format and vocabulary that private investors already
understand. They also offer a way to organize unsolicited proposals to
government agencies and foundations. An organization with a solid busi-
ness plan can more confidently approach funders it has not approached
before.

The process of developing business plans helps an organization think
like a dynamic, market-driven enterprise. As part of the process, managers
must carry out market research to project demand for their innovation, the
potential benefit for the individual client, and the costs of bringing the in-
novation to specific groups. Over time, this market-focused thinking and
action can transform organizational operations and help an organization
rapidly respond to changing client needs.

This issue of The Manager shows how health and social service manag-
ers can develop business plans to attract funding from private sources and
donors looking for innovative practices with a social impact. It explains
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the sections of a business plan for social return and the
steps an organization should take to develop such a
plan. While the issue can help managers further their
business planning skills, it also suggests how managers
can assess additional business planning resources and
identify ones that fit their needs.

This issue was written by Judith Seltzer, Principal
Program Associate in the Center for Health Systems
and Services, Fiona Nauseda, Project Manager with

the Electronic Products Group, and Stephen Redding,
Senior Development Officer in the Development Office
of Management Sciences for Health (MSH). The au-
thors have experience in designing and delivering the
comprehensive business planning program of MSH’s
Management and Leadership Program to NGOs in Af-
rica and Latin America. The country examples in the
issue come from NGOs that have participated in this
program.

Sources of Social Investment Funds

A few examples from the expanding world of global social investment are listed below. You may be able to
identify other sources of social investment in your country or region.

FORUM EMPRESA

GLOBALGIVING

USSPONSORSHIP.COM

THE VIRTUAL
FOUNDATION

Focused on the Americas (Chile, El Salvador, Brazil, and Panama), the Forum
nurtures socially responsible organizations through technical and financial support.
(www.empresa.org)

A spin-off of the World Bank’s Marketplace, GlobalGiving encourages innovation to
fight the poverty that plagues many countries. GlobalGiving is electronically based
and offers a business plan format, technical support, and a site to post and browse
for business plans. Individuals, groups, or foundations and other organizations can
select specific projects to support, and roughly ten percent of each donation is used
to cover administrative costs. (www.globalgiving.com)

At this website, organizations can post project proposals and business plans for
potential funders to review. Postings cost $10.00 a month per business plan.
(www.USSponsorship.com)

The Virtual Foundation works through a consortium of NGOs in Eastern Europe
and Latin America to evaluate community projects addressing issues concerning the
environment, health, and sustainable development. The foundation posts approved
projects on its web site and, like GlobalGiving, affords individuals, groups, or foun-
dations the opportunity to support these projects. Ten percent of each donation
covers administrative costs. (www.virtualfoundation.org)

The following represent a few of the foundations that are stimulating philanthropy in and for countries around

the world:

m Ford Foundation (www.fordfound.org)

» The Rockefeller Foundation qvww.rockfound.org

Synergos Institute (www.synergos.org)

m The William and Flora Hewlett Foundation (www.hewlett.org)

= WK Kellogg Foundation (yww.wkkf.org)
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Business Planning: A Mindset

A business plan merges the needs of clients and the talents and mission of an organization into an innovative
idea, packaged as a new product or service. Arriving at this breakthrough idea involves using a businesslike
lens to frame questions about your organization and its relationship to its clients and competitors. A business
plan is a tool to demonstrate to funders the value of investing in this new idea. Business planning builds on

three critical observations:

MONEY FOLLOWS
IDEAS

FUNDERS WANT A
DIFFERENCE

ORGANIZATIONS
GENERATE THE
IDEAS

Money follows good ideas. Research and experience show that there is often more
money available than there are good ideas for its use. Funders want to support
fresh ideas that will make a difference. Too often, however, they are presented with
conventional, poorly articulated ideas that fail to convince them that their investment
will yield desired results.

Funders want their money to make a difference in people’s lives. Every funder
wants to see a return on his or her investment. Those who fund social initiatives
want to see that their money has a direct impact on the lives of underserved popu-
lations.

The best ideas are generated by an organization to respond to its clients’ needs.
Often ideas proposed by NGOs are partially initiated by donors and other external
parties and simply adapted by the organization to obtain funds. In business plan-

ning, organizations learn to generate their own ideas based directly on their clients’

needs.

Understanding Business Planning
outside the Business World

As a health or social service manager in the public or
NGO sector, you may be more familiar with strategic
plans, operational plans, and proposals than you are
with traditional business plans. If you are going to
develop a business plan for social return, how will it
differ from these other planning approaches?

Traditional business plan. Traditional business plans
share many of the same elements as business plans
for social return. However, a traditional business plan
focuses on the financial return generated from the sale
of a new product or service. The return is generally
expressed in the form of profits that will benefit the
investor or shareholders. A business plan for social
return offers some information on financial return,
but the payback to the investor is the social return, or
beneficial impact on a group’s health and welfare as a
result of using the new product or service.

Strategic plan. A strategic plan defines, in general
terms, how an organization will get where it wants to
go. Strategic plans state the organization’s fundamental
goals, identify and prioritize the objectives that con-
tribute to these goals, and describe the strategy the
organization will apply to move from its current to its
desired situation. When a strategic plan calls for the
introduction of a product or service, a business plan
should then be developed to pinpoint the potential
market and value of this product or service.

Operational plan. Operational plans translate the strat-
egies in a strategic plan into activities for implement-
ing the strategies. A funded business plan needs to be
incorporated into an organization’s annual operational
plan. Operational plans rarely extend beyond a year
and should be reviewed and adjusted periodically
during that year. The activities selected for an opera-
tional plan should be feasible within an organization’s
resource constraints.
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Proposal. To prepare a proposal for a traditional donor,
an organization often drafts a detailed response to a
request for proposal (RFP). To be as responsive as pos-
sible to the RFP, an organization needs to adapt its ap-
proach to the scope of work outlined in the RFP. Even
when drafting an unsolicited proposal for a donor, an
organization usually conforms to a donor’s idea about
what is necessary.

With a business plan, an organization generates
its own idea to meet client needs, then justifies
introducing the innovation into the market to any
number of funders. These funders can quickly
assess the merit of the idea, based on potential
demand and impact. In short, a business plan is
based on market data, whereas a proposal re-
sponds to a donor’s interests.

Creating a Business Plan for Social
Return

As a health or social service manager in an NGO or
public agency, you can create business plans that dem-
onstrate to prospective funders a projected social re-
turn on their investment. This means you need to show
that your new product or service will positively affect
the health or welfare of the population you want to
serve. You must also persuade them that your organiza-
tion has both the management and financial capacity to

use their investment well and bring the idea to market
with a specific amount of funding.

Developing a formal business plan is a rigorous
process that requires dedicated staff time and financial
resources. The time required to complete such a plan
depends on availability and access to the necessary in-
formation, the number of staff your organization can
assign to this task, and the time they can spend gather-
ing information, conducting market research, and dis-
cussing the plan with colleagues. A team of full-time,
dedicated staff may be able to complete a business plan
in four to six weeks, while a part-time team may take
three to six months. You can use information you de-
veloped for one business plan in subsequent plans. For
a strong first plan, you may need additional assistance
from self-guided materials, a business planning course,
or a consultant.

Your first step in developing a business plan is to
generate innovative ideas that would benefit your
organization’s strategic vision. Creative solutions to
problems are most likely to attract an outside funder.
Then you need to secure organizational support for
one innovation and for a dedicated team to develop
the business plan. You will need a multidisciplinary
team of three to six people who can enroll others into
the process as needed. To lead this business plan devel-
opment team, you should identify a captain to oversee
completing the plan’s sections and to communicate with
the person responsible for the entire endeavor.

Business plans are typically organized in the same
way.

Organization of a Typical Business Plan for Social Return

A business plan for social return generally has six sections.

The story behind the organization—told in a compelling fashion
The breakthrough idea—packaged as a new product or service

The market and marketing approach—indicating potential demand and key marketing

The design and implementation team and development plan—required to bring the new idea

SECTION 1
SECTION 2
SECTION 3
SECTION 4 ~ Messages
to market
SECTION 5
tions of income to be generated
SECTION 6

Financial requirements—based on financial standing, estimations of needed funds, and projec-

Projections of social return—using indicators of anticipated improvements

Business Planning to Transform Your Organization



The rest of this issue walks you through the activi- m identify your staff’s distinctive technical, manage-
ties your team can undertake to develop the sections of ment, and leadership competencies.
a persuasive business plan.
Conduct an inquiry into your organization’s history. To

Section 1: The Story behind the Organization = more fully understand your organization’s past, you

and your team can interview colleagues and clients,

Often the most compelling section of a business plan summarize their input, and briefly answer:

is the story behind the organization: how it started,
its purpose and social intent, the characteristics of the ~ ® When was your organization founded? What were

founder(s), and the difficulties it has overcome. At the the vision and mission of the founder(s)? Have the
start of your plan, you need to quickly attract the at- vision and mission changed? If so, what is the current
tention of your readers, so they gain a positive image vision? What is the current mission?

of your organization and want to read more. To capture m What are the key characteristics of the founder(s)?

your organization’s story, you can:

) o L, m What obstacles were faced in setting up your orga-

m conduct an Inquiry nto your organlzatlons hlstory; . .
nization? How were they overcome?

m describe your organization’s current scope of prod- m What are some of the important events, outcomes, and

ucts and services; : o
’ areas of impact that have shaped your organization?

m assess your organization’s current strategic position; . .
y 2 glc p ’ The following box shows how one organization de-

scribed the story of its founding.

Realizing the Impact of a Single Question: The Founding of CEMSE

In the first section of its business plan, the business plan development team of the Centro de Multiservicios
Educativos (CEMSE) wrote a particularly compelling description about how the organization began. The team
told how Jesuit priests in Bolivia noticed the huge discrepancy between the educational opportunities in pri-
vate and public institutions and asked how public school students could access the same resources available to
those in private school. This one question started the chain of events that resulted in CEMSE's founding.

CHAIN OF The government provided lists of public school students.

SHENTES CEMSE's directors surveyed households in the area to determine the biggest challenges

faced by these students and their families.

The preliminary survey—carried out with sociology students at a local university—revealed
nutritional and health deficiencies, so the directors broadened their focus from strictly edu-
cational support to health and nutrition services as well.

The priest chosen as the first chief executive looked for an enthusiastic team to initiate
services and tapped many sources for funding.

MODEL FOR The business plan described how, since CEMSE's founding in 1986, its staff continue to
RESOURCE be known for original ideas and service to the community. As the first center for teaching
CENTERS resources in Bolivia, CEMSE has been a model for centers in other cities, and its experi-

ence has influenced national planning for educational reform. Foreign donors have stud-
ied CEMSE's approach to see what aspects could be adapted to other situations.
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Describe your organization’s current scope of products
and services. To demonstrate the scope of your orga-
nization, you should next describe the full array of
your organization’s products and services as well as

the market and geographic area they reach. You can
use a table like the one on page 9 to list your products
and services.

Definitions for Identifying Organizational Scope

A product is an item with a defined purpose that responds to a need, and can be pack-

aged, priced, and delivered in different ways. Using a product does not necessarily require
assistance from another individual. Examples of products include insecticide-treated nets

A service also responds to a need, but always requires assistance from another individual.

Examples of services include immunizations, reproductive health counseling, and HIV testing.

An organization’s market scope represents the range of population groups to whom the
organization targets its products or services. Examples of market scope are people of spe-

The geographic scope describes the area within which the organization’s clients or con-

PRODUCT
and condoms.
SERVICE
MARKET
SCOPE
cific age groups, gender, socioeconomic status, and health status.
GEOGRAPHIC
SCOPE sumers—users of its products or services—live or work.

Assess your organization’s current strategic position.
Near the beginning of your plan, you need to indicate
to funders the strategic position of your organization.
This tells the funders that the product or service they
are considering is strategically appropriate for your
organization. Most organizations, whether public, pri-
vate, or nonprofit, establish a strategic position early
in their existence by determining the strategies they
will use to attract clients and out-perform other or-
ganizations.

Consider your organization’s current strategic po-
sition, but be careful. What you think may be your
organization’s strategic position may not be its true
position. The Delta Model on the next page can help
you more objectively assess your organization’s current
position.

To assess which of the three strategic positions your
organization falls into, you can refer back to the table
on which you listed your products and services. (Look
again at the table on page 9.) Review your products
and services and then consider the criteria under each
strategic position. For each product or service on your
list, ask which criteria it meets.

When you have completed your table, you can
identify your organization’s strategic position by total-
ing the number of Xs in each column. Although your
organization may not fit neatly into a single position,
your review will suggest one that best represents its
strategic position.

In the example on page 9, the organization appears
to have adopted a best product or service position, even
though it also bundles and offers support for its family
planning products.

Business Planning to Transform Your Organization



The Delta Model’s Three Strategic Positions

The Delta Model identifies three possible strategic positions for organizations: Best Product or Service, Total Client
Solutions, or Sector Lock-In. According to the model, organizations align themselves with one of these positions on
one point of the model. In reality, many organizations fall between two points on the triangle.

Sector
Lock-in

Total Client
Solutions

Best Product or
Service

BEST PRODUCT  An organization using this strategy seeks to increase its own value either by affordably pricing

OR SERVICE its products and services for a large market or by selling high-priced products and services that
offer distinctive features desired by specific population groups. The success of such an organi-
zation is based on its market share, that is, on capturing an increasing portion of the market.
Therefore, it must bring its products or services to market first and have the best packaging and
delivery. For example, an organization is first to offer a wide range of condoms, some at low cost
to reach large numbers of clients, and others with special features and packaging that appeal to a
group that is willing to pay more.

TOTAL CLIENT With this strategy, an organization seeks to increase the value to the client of its goods. It

SOLUTIONS increases the number of related products and services (solutions) offered to each client at a
single point of delivery, so that clients can reduce their costs in time and money spent seeking
certain products or services. It also bundles, or combines, its products and services with sup-
port and follow-up, so that clients do not need to look for these services elsewhere. This type of
organization bases its success on client share, that is, on attracting and retaining clients through-
out their consumer life cycle. Therefore it learns from them and customizes its products and
services from their feedback. For example, an organization delivers training programs through a
training center or through distance learning. It provides discounts to clients who take more than
one course, offers credit through a university, and offers childcare and job placement. It surveys its
clients to select the range of courses and type of delivery.

SECTOR An organization with this strategy seeks to monopolize its sector. It locks in, or engages, high-

LOCK-IN quality partners that complement its products and services, allowing it to extend its line of
products and services without investing in development or maintenance. This strategy provides
an organization with a competitive advantage, since complementors adapt their products and
services to the standards of this organization if this will benefit them. This type of organization
measures success by its share of complementary partners. For example, a Ministry of Health
provides limited services but determines the norms for service delivery, including protocols, ac-
creditation, and reimbursement rates for health posts, clinics, and hospitals. The Ministry contracts
with a range of organizations to deliver health services and renews their contracts annually, based
on performance and compliance.

Adapted from Hax and Wilde 2001.
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Determining the Scope and Strategic Position of Your Products and Services

Strategic Position of Products and Services
For each product of service, insert an X in the cells of the criteria that best characterize it.
Best Product or Service Total Client Sector
in the Market Solution Lock-in
Low Cost Special First to Includes Support Bundled Outsourced Unique to
Feature Market Sector
Products Products and | Products and | Products and Products and Products and Products and
and services | services with | services that |services that services that are | services (or services that are
that are distinctive your organi- | include follow- combined with | portions) that are | unique to the
offered at features that | zation was up or support another product | outsourced sector in which
lowest price | allow your first to bring | services from your | or service your organization
to reach organization | to the market | organization offered by your works (health,
most clients | to charge in your area organization microcredit,
possible a premium training, etc.)
price
and that
have little
competition
Products
FamHeaIth. oral X X X
contraceptives
Femnin or§I X X X
contraceptives
Insecticide-treated X X
nets
Oral rehydration
X
salts
Services
Fami .
amily plannlng X X
counseling
Voluntary
counseling,
testing, and X X
referral
Consulting:
market studies X X
Total number
10 5
of Xs

Identify your staff’s distinctive technical, management,
and leadership competencies. Your plan needs to show-
case the competencies of the people in your organiza-
tion—the knowledge, attitudes, and skills where they
have an advantage over competitors. Consider areas of

exemplary management practices (e.g., efficient ways
of organizing or monitoring work). Note leadership
practices used at all levels (e.g., scanning for opportu-
nities and trends, or mobilizing staff to rapidly address
client needs).

technical competence (e.g., expertise in specific clini- The following example describes competencies in

cal areas or in designing field surveys). Think about  one organization’s plan.
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Supporting a Strategic Position through Strong Competencies: Esperanza/Bolivia

Esperanza/Bolivia began in 1983 as a dependent office of the US-based Esperanca, Inc., but by 1997, it had
become a subsidiary with much autonomy and control over its projects and strategies. Its mission is to im-
prove the quality of life for the neediest families through interventions in health, education, environment, and
community development, all based on a gender perspective.

TOTAL CLIENT
SOLUTIONS

This broad mission supports an array of products and services intended to offer
“Total Client Solutions” to rural and urban poor in Bolivia. Esperanza delivers most of

its products and services at a low or no cost to clients and health educators. In many
cases, when it provides services to clients, it also trains the clients to carry out the ser-
vices (e.g., operations research and community organization).

MANAGEMENT
AND LEADERSHIP
PRACTICES

In their business plan, Esperanza/Bolivia’s managers highlighted the management and
leadership practices they use to sustain an array of solutions to fit clients’ needs. For
example, Esperanza/Bolivia supports its decentralized projects with centrally-mandated

procedures and systems that create efficiencies in pharmaceutical management, sup-
plies procurement, human resource management, and financial management. In each
project, multidisciplinary teams deliver and monitor the appropriate mix of products
and services to meet its clients’ needs and the project’s goals. Their leadership practices
encourage staff commitment and innovation to sustain project impact.

Section 2: The Breakthrough Idea

In the second section of your plan, you will introduce
the new product or service for which you want fund-
ing. To find an idea that breaks through traditional
thinking, you:

m generate a number of “breakthrough ideas” for new
products or services;

m analyze the competitive advantage of the proposed
products or services;

m secure stakeholders’ support for one new product or
service;

m develop a sales talk for your selection.

Generate breakthrough ideas. To arrive at a single
product or service, your team needs to conceive, test,
shape, and articulate a host of breakthrough ideas
and convert them into new products and services to
improve the quality of life of the people your organiza-

tion serves. The ideas should be innovative in your lo-
cal area, even though they may have been implemented
elsewhere in the world. You can use strategic mapping
to generate these ideas. Start with a map of the region
in which your organization is located and ask:

s What do we know about the population our organiza-
tion serves?

m What health and welfare needs are not fully met by
our organization’s current products and services?

m Given its history, mission, leadership, and competen-
cies, what is our organization obligated to do to meet
those needs?

To turn the geographical map into a strategic map,
your team needs to write and post notes on it that in-
dicate facts about the health and welfare needs of the
population your organization currently serves, and
about other segments of the population you do not
serve but who are important to achieving your mis-
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sion. Then you can compare the inventory of products
and services in Section 1 of your plan with the infor-
mation on the strategic map, to identify gaps between
the needs of the population and the products and
services your organization now offers. Next you can
revisit the organizational competencies you listed in
Section 1 and ask what products or services your or-
ganization should (and has the capacity to) design and
deliver if it is to close these gaps, live up to its mission
and vision, and build on its history. In answering this

question, you will begin to shape your ideas into new
products and services.

It is important to refer back to your inventory of
current products and services to see if any are inade-
quately funded and less essential to your organization’s
mission. You can ask whether the staff and resources
bound to these products and services might be bet-
ter assigned to another purpose, and the funds made
available for the proposed innovations.

The following box describes the breakthrough idea
of one organization.

Generating a Breakthrough Idea: APROSAR

In Bolivia, newly graduated physicians fulfill their social service commitment by serving the indigenous popula-
tion in the rural highlands, where the majority of the population consults exclusively with traditional healers.

INDIGENOUS
TREATMENT
MANUAL

In the altiplano city of Oruro, where over 80% of the population visits traditional heal-
ers, the Asociacion de Promotores de Salud de Area Rural (APROSAR) came up with
a breakthrough idea to bridge the divide between traditional and western medicine.

APROSAR, a nonprofit organization, proposed a manual that would cross-reference
Western and traditional practices and treatments. The manual would help practitioners
deliver treatments in a culturally sensitive way, while encouraging patient adherence to

treatment.

UNIQUE
POSITION

As part of a business plan, APROSAR rigorously analyzed possible new products and
services that would best meet its clients” needs, and concluded it was uniquely posi-

tioned to produce such a manual with low production and distribution costs (it will be
distributed by the Ministry of Health). The manual would contribute to APROSAR’s
mission of preserving the culture of the people it serves while improving their health.

Analyze the competitive position of your products and
services. Now you need to apply a rigorous selection
process to narrow down your breakthrough ideas to
two. An environmental scan can help you assess the
competitive position of each idea in the marketplace
according to four criteria for competitive advantage:
client demand, ease of entry into the market, cost of
failure, and threat of competition (Porter 1985).

You can use a separate table, like the one on the next
page, to rank each product or service for these criteria.
In this table, to the right of each criterion, you will find
a continuum that ranges from the worst competitive

position where a proposed innovation would be least
likely to succeed in the market, to the best competitive
position where it would be most likely to succeed.

In the table you develop, you can rank each prod-
uct or service according to the likelihood of its market
success. For each criterion, put an X in the appropriate
column. Write the evidence that supports your rank-
ing. Add up the Xs in each column for each of the four
criteria to assess the overall strength of the product or
service’s competitive position.

The terms used in the table are explained after the
table.
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Ranking the Competitive Position of Breakthrough Products and Services

Name of Product or Service: Traditional and Western Medicine Cross-Reference

Criterion

Client Demand

Potential size of market

Availability of substitutes

Clients’ ability to pay

Ease of Entry

Brand identification or
identify

Relationship to existing
products or services

Access to distribution
channels

Capital requirements

Access to appropriate
technology

Cost of Failure
Degree of product or

service specialization

Cost of exit

Strategic relationships
with other organizations

Emotional barriers to
exit

Legal and social
restrictions

Small

Many

Low

Low

Weak

Restricted

High

Restricted

High

High

Many

High

High

Least
Likely to
Succeed

Neutral

Most
Likely to
Succeed

Large

Few

High

High

Strong

Ample

Low

High

Low

Low

Few

Low

Low

Evidence to Support Ranking

The rural population is indigenous and attended by
traditional healers and new physicians. The potential
market includes physicians, traditional healers, and pos-
sibly clients.

No approach currently exists for cross-
referencing this medical information.

It is that assumed medical schools or the Ministry of
Health would purchase the manuals when priced to
sell. The cost may need to be subsidized for healers
and clients.

APROSAR is regionally known as a health care orga-
nization that works with the community and traditional
healers.

APROSAR offers a range of preventive and curative
products and services to indigenous communities, in-
cluding health education in traditional healing practices.

Distribution to the country’s medical schools, the Minis-
try of Health, and clinic staff in their catchment areas is
feasible. APROSAR also works in two indigent depart-
ments and nearly 200 communities.

The main capital requirements are a computer, printer,
and copy machine for layout, editing, and reproduc-
tion. A publishing house under contract would provide
them.

The manual requires only the technology offered by a
publishing house.

The manual requires an illustrator to draw pictures
and a person who can translate and write in the local
dialect.

No major cost would be incurred for exiting early, since
APROSAR and the community could use unpublished
materials.

Because community expectations would be raised, a
significant cost of exit exists.

The cost of exit is significant, since expectations would
be raised in the Ministry of Health, the department
health office, and among the new physicians.

No legal or social restrictions exist.
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Threat of Competition

Number of competitors

Growth of target market

Product or service
features

Overall Assessment

Client demand

Ease of entry

Cost of failure

Threat of competition

Large No competition exists for the product.

The target market is growing fast; APROSAR is moving

Slow X Fast .

into new rural areas.

The features of this product (i.e., the information about
Common X Unique | traditional medicine, illustrations, and language) are

unique.

Demand is high and growing among health care providers
and medical schools. Clients and healers may not purchase the
manual at full price.

Given APROSAR's extensive experience in health care in Oruro,
and more recently in Potosi, staff could fairly easily develop the
material and enter the publications market if they can find a good,
inexpensive publisher to produce the manual.

If the manual were started but not produced, disappointment
among the projected distributors and users of the manual would
be large. Their relationships are crucial to APROSAR.

APROSAR has no competition in this area. lts staff are well-known
for health care in the departments they serve. Their unique
knowledge of the local customs, language, and health practices
qualifies them to develop and deliver this product.

Adapted from APROSAR Business Plan 2002.

Explanations of Terms for Ranking Your Breakthrough Products and Services

POTENTIAL
SIZE OF MARKET

AVAILABILITY OF
SUBSTITUTES

CLIENTS” ABILITY
TO PAY

BRAND
IDENTIFICATION
OR IDENTITY

RELATIONSHIP
TO EXISTING
PRODUCTS

ACCESS TO
DISTRIBUTION
CHANNELS

When an organization introduces a new product or service, it is more likely to create client
demand when the segment of the market for which the new product or service is intended is
large and growing.

When an organization introduces a new product or service, it is more likely to create client
demand when a limited number of products and/or services exist that serve the same
purpose.

When an organization introduces a new product or service for which a fee will be charged, it is
more likely to create client demand when its price will not strain the budgets of most potential
clients.

The client’s ability to associate the organization’s name with quality products and services.
When an organization has “brand identity,” the client will often seek out that organization first.
It is also easier for that organization to introduce a new product or service into the new sector
or market.

The relationship of an organization’s new product(s) or service(s) to those the organization
already has on the market. If they are complementary or interdependent, it will be easier to
introduce the new product or service into the new sector or market.

This is important if the organization is planning on entering a new sector or market that
requires the distribution of new products and services. If the distribution channels are in place
for the delivery of current products and services, it will be easier to introduce the new product
or service into the new sector or market.
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Explanations of Terms for Ranking Your Breakthrough Products and Services (cont.)

CAPITAL
REQUIREMENTS

ACCESS TO
APPROPRIATE
TECHNOLOGY

DEGREE OF
SPECIALIZATION

COST OF EXIT

STRATEGIC RELA-
TIONSHIPS WITH
ORGANIZATIONS

EMOTIONAL
BARRIERS

LEGAL AND SOCIAL
RESTRICTIONS

NUMBER OF
COMPETITORS

GROWTH OF
TARGET MARKET

PRODUCT OR
SERVICE FEATURES

The financial investments an organization must make in order to offer new products and
services in a new sector or to a new market. If capital requirements are low, it is easier to enter
the sector or market.

Technology is often vital in designing and delivering new products and services. An
organization with access to the technology required for successful entry can more easily enter
the market.

If the organization has invested many resources in developing a highly specialized product or
service, the cost of failure will be significant.

It is important for an organization to calculate the cost of discontinuing a new product or
service or of leaving a new sector. If this cost is high, the cost of failure will be significant.

Sometimes the introduction of a new product or service is done through establishing
strategic relationships with other organizations that can assist with design, delivery, marketing,
distribution, etc. If by discontinuing these strategic relationships, the organization will lose
potential future partners or have to pay costs for unfulfilled contracts, the cost of failure is
significant.

If the users of an organization’s new product(s) or service(s) have to overcome emotional
barriers in order to comfortably and continuously use the product or service, and if the
organization has to discontinue the product or service, the users may no longer trust the
organization and may not accept its products or services in the future. Examples might be
adolescent reproductive health services or male sterilization services.

If the new product(s) or service(s) introduced by an organization has to comply with
government and social restrictions to be successfully introduced, the cost of failure may be
significant due to the up-front investment the organization may have made to comply with
these restrictions.

When an organization introduces a new product or service, its competitive position is best
when there are only a small number of competitors who offer similar products or services.
Otherwise, the organization may contribute to the saturation of the market.

When an organization introduces a new product or service, its chances for successfully
competing in the marketplace increase when the market is growing rapidly or has been
identified as underserved.

When an organization introduces a new product, its chances for successfully competing in the
marketplace are higher when the product has features that are geared specifically to client needs.

Secure stakeholder support for one new product or
service. It is now time to convene your organization’s
stakeholders, including board members and represen-
tatives from its management committee, to help you
choose the single best breakthrough idea. You can
make a strong argument in support of the two or three
products or services that you consider most promising,
using the following information:

» findings from the strategic mapping exercise (Sec-
tion 2);

m the analysis of the current product and service scope
(Sections 1 and 2);

m the results of the competitive position analysis (Sec-
tion 2).

After presenting your arguments, you can lead the
stakeholders in discussing all the options to determine
the single new product or service to develop and intro-
duce. Describe this product or service in your business
plan with a clear justification for selecting it.
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Develop a sales talk for your selection. To write a state-
ment justifying a particular product or service in your
plan, first develop a sales talk—a short, informative
statement that crystallizes your organization’s intent

to introduce the innovation and that you can use in
communicating with a potential funder. You can then
incorporate elements of this talk into the business plan
as part of your justification.

Formulating a Sales Talk

Imagine you have just entered an elevator on the ground floor of a major hotel in the capital city, where you
have been invited to attend a reception for donors and philanthropists. Standing next to you is a millionaire or
chairperson of a wealthy foundation. You are both going to the reception on the top floor. You introduce your-
self, and he asks you what work you do. You realize you have about three minutes to share with this individual:

= what your organization hopes to accomplish in society—its mission or the reason it exists;

= what new product or service your organization needs to develop and introduce to accomplish its mission

more effectively;

m how your organization is uniquely qualified to deliver this new product or service.

Section 3: The Market and Marketing
Approach

Your plan must demonstrate to the prospective funder
that the selected product or service meets the needs of
the population your organization serves, and that your
organization can effectively promote the innovation to
this population. To develop this section, you and your
team should:

m research the market;
m establish marketing goals;

m develop strategies and a marketing plan.

Research the market. By researching different groups
in the population, your team can gauge whether your
new product or service can capture part of the market
and how it might be modified to gain broader use.
Then you can summarize the results of the research
in your business plan. You can use this information as
a baseline against which you can later measure social
returns. Based on your market research, your plan
should indicate:

» the potential market for the new product or service;

m specific benefits the target market will expect from
the product or service;

» adjustments that should be made to the prototype or
sample of the product or service before its introduc-

tion into the market, in order to meet the needs of
the target population;

m areasonable price for the product or service;

m the place from which the product or service will be
delivered;

» the quantity of the product or service needed to meet
potential market demand;

m techniques to motivate people to use the product or
service.

Conducting a local market study involves steps
similar to those in a small-scale survey. For more infor-
mation about designing and conducting a small-scale
survey, please refer to The Manager, volume 7, number
1, 1998, “Conducting Local Rapid Assessments in
Districts and Communities.”

Establish marketing goals. After completing your re-
search, you need to establish goals for your marketing
program. This will convince potential funders or in-
vestors that your organization is intent on promoting
the new product or service to a specific group in the
population, and that you will measure progress toward
your goals within a given time.

Your marketing goals should include action and im-
age goals. Action goals identify specific, measurable re-
sults in creating demand for a new product or service
by a current or new group of clients.

Business Planning to Transform Your Organization



Image goals identify how an organization wants to
be seen as a result of its innovation. Image goals often
concentrate on helping an organization become widely

known, and recognized for a change in products and
services.

Sample Marketing Goals

ACTION GOALS

Over the next year, our organization will provide insecticide-treated nets to 85% of

parents of newborns in X, Y, and Z communities.

Over the next year, our organization will increase the demand for voluntary counseling
and testing (VCT) services within our five health centers by 15%.

IMAGE GOALS

Over the next two years, our organization will become known as the organization that

provides the best counseling and referral for HIV-infected pregnant women.

Over the next two years, we will achieve a transformation in the public perception of
our organization from a family planning provider to a full-service primary health care

provider.

Develop strategies and a marketing plan. Once you have
stated your goals, you need to define strategies and a
plan for promoting your new product or service. Based
on your research, you can develop marketing strategies
that cover price, place of delivery, production, and
promotional methods. These strategies will ensure that
the new product or service is accessible, affordable,
and responsive to the needs of the population group.
You can then identify promotional techniques and
messages that, within your organization’s resources,
will best motivate the population group to use the new

product or service and help to achieve your marketing
goals. You can specify low-cost techniques to offer ba-
sic information and highlight key features of the new
product or service.

The marketing plan should describe the activities
your organization needs to undertake to achieve its
marketing goals and the costs for staff time, supplies,
and promotional materials. For additional information
on marketing services and plans, please refer to The
Manager, volume 8, number 2, 1999, “Marketing Your
Organization'’s Services.”

Creating and Continuing to Create Customers: PCl/Bolivia

“Creating and continuing to create customers” is the goal that Project Concern International (PCl) proposed for

a new service, the Youth Environmental Movement.

YOUTH ENVI- The movement is designed to improve the sanitary and environmental conditions of

RONMENTAL the residents of El Alto, an impoverished city in Bolivia. The purpose of the movement

MOVEMENT is to mobilize community residents to take responsibility for cleaning up their garbage-
infested surroundings and to start caring for their environment.

CENSUS AND The PCl/Bolivia business plan development team combined 2001 census data with

MARKET DATA market research to determine their marketing approach. They discovered that the envi-

ronmental deterioration in El Alto stemmed from lack of community knowledge about
environmental sanitation, an inadequate infrastructure, and environmental contamina-
tion from factories in residential zones. There, 71% of the population had no access to
a sewage system, 34% lacked potable water, and 80% lacked trash removal. They also
found that the inhabitants wanted to begin a tradition of respect for the environment
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and community service that they would transmit to subsequent generations. The shape
of the movement and its public service messages came from the market research.

GOALS AND PCI determined that the movement’s success would be demonstrated by a collective

STEPS community conscience that, once generated, would propel the community to act, and
by small, new enterprises, which jobless people develop to process garbage into mar-
ketable products. Its final legacy would be a new generation of community leaders who
can mobilize others through powerful public service messages that address community
concerns. To reach these goals, PCl/Bolivia identified the following steps:

= In the first four months, the Youth Environmental Movement will recruit and train

approximately 20 youth leaders.

s The movement will hold regular meetings at a local school to inform community
members about the purpose of the movement.

m As a result of these meetings, the community members will draft a joint action plan
with members of the movement to clean up their environment. Community mem-
bers will implement the plan and track progress.

m Members of the movement will enroll the municipal government of El Alto in the
movement through a formal agreement that indicates government support and in-

kind contributions for the effort.

The organization also established two image goals:

m PCl/Bolivia will be recognized as the only organization that works with youth groups
in El Alto to change the way the community members practice public sanitation.

m PCl/Bolivia will be known for their approach in obtaining active participation from
municipal authorities, including the mayor, in their community development work.

Section 4: The Design and Implementation
Team and Development Plan

Your business plan now needs to specify the team and
activities that will bring your new product or service
from the blackboard to the market according to a de-
tailed schedule.

To complete this section, you need to:
select a balanced design and implementation team;

identify the product or service development acti-
vities;

chart the schedule for implementing the development
activities.
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Select a balanced design and implementation team. The
potential funder will want to know about the team that
will design and introduce the new product or service.
This team should reflect a balance between creative
thinking and practical implementation. First you
should consider the roles needed to develop and in-
troduce or launch the new product or service into the
market. Then you should identify individuals who can

Members of a High-Performing, Innovative Team

best fill these roles. The following table illustrates the
roles, characteristics, and functions often displayed by
high-performing, innovative teams. While the people
you think of may represent a blend of characteristics
and of roles, what is important is that all five roles are
covered on your team. Note that some of its members
will probably be on the business plan development
team as well.

Roles Characteristics

Idea generator
conceptual thinking

Entrepreneur

ideas to reality

Manager

Gatekeeper

competitors, and among funders.

Coach

new ideas

Adapted from Roberts 2000, pp. 4-5.

Identify the product or service development activities. It
helps to start planning with the launch of your new
product or service in mind. Visualize the day it will be
introduced to the public. Where does the launch take
place? Who is there, and what is happening? Then
identify the activities needed to reach and carry out
the launch. These will include:

m designing the sample or prototype of your new prod-
uct or service;

Technical expert with original ideas and

Energetic risk-taker with a wide range
of interests and experience in bringing

Decision-maker who leads others to get
things done through the organizational
structure, processes, and procedures.

Networker who is well-informed about
what is happening in the field, among

The senior voice of experience offering
objectivity during the development of

Functions

You can count on this person to solve problems,
generate breakthrough ideas, and test the feasibility
of these ideas.

This person puts into action what others propose,
sells the new product or service idea to others in
the organization, and secures resources.

This person inspires team motivation in planning
and organizing the design, development, and
launch of the product or service. This person

will see that the process moves along efficiently
while meeting administrative requirements and
organizational needs.

You can count on this person to gather intelligence
and relay important news to others.

This person provides access to the organization’s
power base to secure what the team needs from
other parts of the organization and to foster
organizational confidence in the innovation.

This person offers guidance while helping team
members develop their skills and talents.

m testing the prototype to be sure it will meet the needs
of the target population group;

m packaging the new product or service;

m promoting its sale or use, according to the marketing
plan developed for Section 3;

m managing all aspects of the launch event.

Think through and list the detailed steps involved
in these and other activities leading to the launch.
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Then for each step, list the team members who can
best carry it out and their capabilities. Include their
curricula vitae in an annex to your business plan.

Chart the schedule for implementing the development
activities. In the annex with the curricula vitae, you
should include a scope of work for each team member
indicating expected deliverables, activities, and dates.
This will demonstrate that activities will be completed
and help in forecasting costs and staff needs. Include
a timeline that plots activities, deliverables, staff, and
deadlines for each development and launch step.

Section 5: The Financial Requirements

Your plan now shifts to presenting financial informa-
tion that will demonstrate to a potential funder that
your organization is financially healthy and a good
credit risk. You also need to budget funds for launch-
ing the new product or service, and to project changes
in the financial condition of your organization once the
innovation has been introduced.

To complete this section, you and your team need
to:

m prepare a balance sheet;

m prepare an income statement;
m generate a cash flow statement;
m draft budgets.

The sample spreadsheet on page 20 illustrates a bal-
ance sheet, income statement, and statement of cash
flows.

Prepare a balance sheet. The balance sheet informs
potential funders what your organization owns (as-
sets), what it owes (liabilities), and what it is worth at
any given point in time (equity). To prepare a balance
sheet, you list all the assets in the top half and all the
liabilities and equity in the bottom half. The top and

bottom always balance; that is, they add up to the
same amount based on the formula: assets = liabilities
+ equity.

Prepare an income statement. The income statement
shows your organization’s net value (income after ex-
penses) over a specific time period—usually one year.
To prepare an income statement, you record all the rev-
enue your organization earned from goods and services
and, below the revenue, all the expenses it incurred
for operations during the same time period. When you
subtract expenses from revenue, you find what (in the
nonprofit or public sector) is called the net value (in-
come after expenses) or fund balance.

The income statement in your plan lets investors
know your organization is fiscally healthy and can
hold its net value in reserve, so you can sustain current
services, survive periods of low cash flow, and reinvest
money for important new activities and projects.

Generate a cash flow statement. Having a fund balance
does not mean your organization has cash available
for new activities. If many of your assets are tied up
in capital equipment and property, or if you generate
insufficient revenue to meet operating costs, your or-
ganization may still not meet short-term expenses and
could run out of cash.

To generate a cash flow statement, you identify
the sources and uses of your organization’s cash (op-
erations, investments, and/or financing activities).
Reviewing this statement monthly or quarterly to
compare actual cash flows against past and projected
cash flows helps to ensure that your organization does
not run out of cash.

As with the balance sheet and income statement,
you need to include in your business plan only the
statement for the most recent period. To highlight your
anticipated financial return from the innovation, how-
ever, you also need to include cash flow projections
(not shown).
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Sample Balance Sheet, Income Statement, and Cash Flow Statement

The sample illustrates the financial health of a fictional NGO, Better Health International.

Balance Income Cash flow
sheet statement statement

El Microsolt Excel - SampleSproadsheet ds ] -Iﬂl}j—r
E_l Bl Edit  Wew Inseek / Formst  Tools  Data  Window  Help Typ=aquestion Forbelp ol o B022
Al B 7= = 0 ] E I a 7 i [sica] 7] 7t ] [ a =

[ I
; B bo Maln Meny | B v Siep T | Priet Past Finanolal Ink Report I

] 7 7

e B‘-efr'lﬁlllhhlu‘nlﬂwl.ll Mr%ﬂﬂlh‘umm ‘ Betier Health International

5

[ & | [Balanee Shoat 7 2002 | [Ineome $ratemond 2002 | [Sintensent of Cash Flaws 2002

Fiet] Ered £

1 ] A

] i Lveal Ia US In Laeal (P13 i Loeal In ug

o | [Ausees Crency M Dolars | |Reusnse Cunency M Doflars | |Cathin Cwmrency Dallars

a Cuspnk Axcets Dpsasling Activities

[ o Cazh [Bant Accouniz] T3 3 iezsz | [Tk -based sevices TEm 0 t 2:0m0 | | Cazh Recered From Bings 50060 £ LO2ZIE

[ | | Accounts Recthiatte T sy | | Anclaygserices BEHD w2 | | soccusts Recewabie 33200 a0

[z | | wvesmon g iz .| [Toaal Cash From Operating Aetivmie: T, 195,381 LET5.076
12 | | Toual Currem Assets LIS, 6 T3,62% | [Total Revenue 5,10, 160 LAZLZ3E

" | [ Fized Asarts Financing Activilies

5 Ciher Fard Arzeiz THE a0 | [Direst Copte Credi Line

[ | | umm i | | dheesd £ader ] rsamon | | Cher

e | 5 BT 20359 Eeen| | eser sese coses eI 207232 | [Total Cazh From Financing Aetiviie.

6| [ Toral Conpment RER ainez )| | rorar s Cpses ZEEd )

12 | | Toua Fized Asseas TE63,A15 3,642 Inussament Activities

X I = Opeeating Margin z seipss | | ase A Funtie 280 00 000

7 | [Totsl Asxeis 2 FIE 581 545383 | P —— - 3

o Indirect Costs e o e Eposnment : 3

| = | [iasanises Aot Labor ua000 | |Total Gash From Investing Astiviies 200800 w000

[ 3¢ | [ Cument Liabumies Acministratior 5200

(5| [ Ancousraee WEES t s | Cogmeraee 1m0 | | Tosal Cash In 445,381 LEES,OTE

= Crectidhe : £ Dwpracission 000

& e Feviin o T S 5TER s ] | Facitives 5224 | | ek Oue

2 Tota Current Lisbilibies 46N FERET=] Alardedong oo Seding G100 | Optrating Activities

El |_goner igioepe Cpsrs | raa] | Oiess Labor 78000 50,060
KN Laonig-Tenm Liabllicles Faorraf Snalrd oF 588 e R Irefireszi Labeot Tehmn 18
ER L T e EEETS 1315 | Borounts Pagable T onEEmTmE Ta%. 551

[ 2| [ Toua Torm Liabilins 168,073 FrEN | [Het Opesating Margin | iy | imsneary o5 HE sLzar

. Total Caxh Dut for Operating Actiea 5,064,358 TTFETT]

M Totad Linbilities [ EN Tt e | [ G ifrema ndng ] L0

E3 | S ademaiis Sopraser Eaod |f 9 Aotivities

| 22 | |Equity ] 75,000 wa

Total Rewenue in Enmgess

| 21| ST ZME0EES LIRS @ Credit Line *
-2 | Lot:torm Dbt : .
| 22 | | Teral Equity ] 2080883 41813 | Total Cash Dun far Fisancing Activiti 75,8060 15,000

Ay

i Inuesiment Actidiss
N |_Epnment
43 | Toaal Cash Gt for Investing Activil

i+
[z | Todal Cash Ow 5439558 LEET, B

45| MOTES: NOTES:

AL Daginring Cash Dadance nazm i
[ 4 Ending Cash Eslance - Dpaiating Funds P P

% |
& :
i+ 4 W% Man Mena 3 Past_Financial_Information 4 Camerk Drec: o | Cumens Indeect Costs | Cash_Transacbors | 4 | i el
Draft budgets. Your next step is to prepare two bud-  and delivering the innovation, and will indicate to a
gets: one for costs related to your organization’s cur-  potential funder how much capital your organization

rent operations, and the other for costs of launching  can absorb, given its current budget. Finally, reliable
your innovation. Complete, accurate budgets will help ~ budgets will help your organization allocate available
your organization assess the viability of launching  resources effectively and monitor costs.
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Section 6: Projections of Social Return

This section of the plan needs to show that the innova-
tion will measurably improve people’s lives and that
your organization will also benefit financially. Your
projections of social return must be realistic. To com-
plete this section of the business plan, you will:

m define indicators for social return;
m define indicators for financial return;

m draft a sound evaluation plan.

Define indicators for social return. An indicator is a con-
dition, capability, or quantity that can be observed or
measured and that offers evidence of a general condi-
tion. The social return indicators you choose should
answer the question, “What will show that the new
product or service is making a difference in the lives
of the population it seeks to serve?” Different types
of indicators measure the phases of introducing an in-
novation:

m Input. Input indicators describe financial, techno-
logical, and human resources invested in a product,
service, or program. Examples are staff time, supplies,
or funds.

m Process. Process indicators describe activities car-
ried out to achieve the desired results or objectives
of a product or service; they show what is done and

how well. An example is a series of training sessions
presented to transfer skills.

s Output. Output indicators describe the results
achieved immediately after introducing the innova-
tion. These results are usually observed and quantifi-
able. The number of people who completed a training
course is one example.

m Outcome. Outcome indicators describe changes in
behavior among members of the population group
served. These are generally observed a few months
after the innovation’s introduction. Examples include
the number of households using insecticide-treated
nets to prevent malaria or the number of clients re-
questing VCT.

» Impact. Impact indicators measure changes in the
health or socioeconomic status of the population
group served and generally occur several years af-
ter the new idea is implemented. Examples include
changes in fertility rates or mortality among specific
population groups. Since many factors affect long-
term changes, the innovation’s introduction can con-
tribute significantly to, but never receive full credit
for, impact.

The example on page 22 illustrates the indicators
one organization proposed for introducing a new pack-
age of services.

Identifying Indicators for Social Return

If the new product or service is
designed to improve...

Use social indicators that demonstrate...

Health behaviors or the health status = increased knowledge of selected health issues

of the population group served

m changes in health beliefs or attitudes

m changes in health practices

The population group’s access to m increased availability of the products and services

health or social products and ser-
vices

m increased use of the products and services

m decreased costs for the user to access the products and services

The quality of health or social m increased demand for the products or services offered

products and services offered to the
population group

m increased client satisfaction with the products or services offered

m closer adherence to commonly accepted standards of quality in
providing these products or services
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Developing Indicators of Social Return for an Underserved Market: CIES

In Bolivia, as in many other countries, most reproductive health policies and programs focus on women of
reproductive age. Because men are excluded, they are less aware of how their behaviors and attitudes affect
couples’ decisions about sexual and reproductive health. This contributes to HIV/AIDS prevalence in men, as
well as their elevated rates of sexually transmitted infections.

The Centro de Investigacion, Educacion y Servicios (CIES), an NGO in Bolivia with 15 years of experience in
improving the health of women, adolescents, and children, started a campaign to sensitize men to their health
needs. This campaign was insufficient, so CIES crafted a business plan that proposed a new package of ser-
vices for men in four health centers, delivered by doctors and educators with expertise in gender and repro-
ductive rights. To measure social return from this package, CIES selected the following indicators:

INPUT m Four urologists and four male reproductive health educators employed

INDICATORS

m Equipment specific to the clinical reproductive health needs of men procured

PROCESS "

100% of CIES’ dlinical staff trained to prevent, diagnose, and treat male reproduc-

INDICATORS tive health conditions
OUTPUT = A 10% increase in the number of men seeking reproductive health services at
INDICATORS CIES’ clinics
= A 5% increase in the number of male vasectomies performed at CIES’ clinics
= A 10% increase in detections of prostate cancer in men visiting CIES’ clinics
OUTCOME = 80% of the male patients receiving reproductive health services at CIES’ clinics
INDICATORS expressing satisfaction with the quality of services
IMPACT m Increased knowledge of contraceptives among Bolivia’s male population
INDICATORS

m Increased use of contraceptives by Bolivian men

m Reduction in male reproductive health conditions, including prostate cancer and
reproductive tract infections among Bolivian men

Define indicators for financial return. Funders do not
expect to receive a financial return from a business
plan for social return. If your organization expects
profits from the sale of the new product or service,
funders will hope to see that your organization plans
to reinvest these to make organizational improvements.
If your organization does not expect profits, you may
still want to track the rate at which future sales will

contribute to recovering the costs of development and
marketing. Indicators related to financial return should
answer the question, “What proportion of developing
and marketing costs has been covered through the
sales of the new product or service?” The following
box lists useful indicators for financial return and ways
to calculate them.

MANAGER Vol. 12, No. 3, 2003



Understanding Indicators of Financial Return

Financial Indicator

Net cost of sales
(cost of sales/net sales)

Break-even point

Percent growth in income
(Inet sales in the year of launch/
net sales in the previous year]

x 100)

Proportion of total income due
to sales of product or service
(income from new product or

What It Means

Cost of sales shows the costs of the inputs required to sell the new
product or service (staff time, as well as direct costs of design, devel-
opment, packaging, and promotion).

Net sales show the income generated by the sale of the new product
or service.

Dividing the cost of sales by net sales indicates that it will cost X
amount to achieve one unit of sales for the product or service.

This is the point at which revenue from sales equals the amount of
investment, meaning that the new product or service covers the costs
of its development and marketing.

This percentage indicates the extent to which the new product or
service can generate income for the organization.

It reflects the profit (revenue minus expenses) from selling the new
product or service between two time periods after its introduction.

This proportion helps you compare the income generated by sell-
ing the new product or service to all the income-generating activities
undertaken by the organization.

service/total income from all
products and services offered)

Draft a sound evaluation plan. After selecting indicators g provide a projected figure for each indicator. This
of social and financial return, you need to draft a plan

demonstrating that your organization will monitor and
evaluate the innovation’s effects. You can use a timeline

serves as the objective;

m identify the activities and staff for monitoring

like the sample on the next page to schedule when you changes in the indicators;

will assess the indicators of return. To complete the » mark the months in which monitoring activities will
chart: occur;

m provide a current figure for each indicator of social g follow the same steps for financial return, if you have
return for the target population, if such a figure is decided to monitor this.

available. This serves as the baseline;

Business Planning to Transform Your Organization
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Identifying Opportunities for
Improving Business Planning Skills

To attract funds from private investors and nontradi-
tional donors, you and your colleagues may wish to en-
hance your capacity to draft compelling business plans
by building on your existing skills and the material in
this publication. A number of business planning pro-
grams can help you further develop business plans.

To decide on a program, first identify the criteria
that are most important to you, such as who is offering
the program, their method of delivering the program,
their curriculum, cost, and intended audience.

For example, if you need to minimize the time spent
away from your workplace, then a program delivered
through blended learning may be essential. Blended
learning combines e-learning (learning on the computer
and coaching through e-mail) with classroom training.
You may also want to weigh the curriculum’s compre-

hensiveness, rigor, whether it is oriented toward an
audience from your region, and if it is offered in your
language.

Also consider the learning approach. Does a pro-
gram emphasize theory, or practical experience in
writing a plan? How much guidance will the facili-
tator provide before, during, and after the program?
Will the facilitator help you secure funding for your
plan?

Once you have selected criteria, survey potential
programs and sources of self-guided material using
the World Wide Web, a library, or advice from col-
leagues. You can develop a table like the following
one to organize your survey findings. Insert the
names of five to ten programs that interest you and
list your criteria. Look for a program that best meets
your criteria.

The box on page 27 describes a few, varied resources
out of the many that you can find on the Web.

Sample Table for Comparing Business Learning Programs

Name of Program

Criteria

or Resource

Blenc!ed Social return Compljehenswe Coaching Low cost Fu.ndlng Audience

learning curriculum assistance
Business school X X X X
Business school X X X X
Company manual
Consulting X X X X X X
organization
School of public health X X X
Web site X X X X

MANAGER Vol. 12, No. 3, 2003



Examples of Resources for Learning How to Develop a Business Plan

Deloitte & Touche publishes Writing an Effective Business Plan, a guide for putting together
a successful business plan. While it gives the reader a lot of information, it focuses mainly

DELOITTE &
TOUCHE

on financial return.

Web site: jwww.deloitte.com|
GLOBAL GIVING

THE HARVARD
SCHOOL OF
PUBLIC HEALTH

MANAGEMENT
SCIENCES FOR
HEALTH

YALE SCHOOL
OF MANAGE-
MENT

Global Giving offers guidance in business planning through partner organizations. It lists
the criteria each plan should meet. It posts the plans it accepts on its Web site; anyone
who accesses the site can view them and make donations online.

Web site: www.Globalgiving.com
This school of public health offers a two-week business planning course covering compre-

hensive business planning material. The cost for each participant is $3800. At the end of
the course, participants have the tools and resources they need to create a business plan.

Web site: lwww.hsph.harvard.edy

MSH'’s business planning program offers a blended learning experience, which allows
clients more time to create business plans in their own offices while absorbing a complex
curriculum. Because of the virtual nature of blended learning, the program is accessible to
clients around the world, and includes continuous coaching throughout the program.

Web site: www.msh.org/projects/mandl{ and click on “What We Do"/“Scaleable, Repli-
cable Programs”

This school of management conducts an annual competition in which nonprofit organiza-
tions submit business plans. After reviewing the plans, a committee selects 20 to advance
to a second round, where the teams receive one-on-one consulting in business planning.

The subsequent plans are evaluated based on set criteria. The four grand prize winners
each receive $100,000 and consulting services to launch their innovation, while the four
runners up each receive $25,000 and technical assistance.

Web site:

Using Business Planning as Your Tool
for New Initiatives

Once you and your team have built your business
planning skills and developed an innovative business
plan for social return, you are ready to approach po-
tential funding sources: foundations, corporate giving
programs, and other sources committed to strategic
investment in addressing health and social challenges.
After securing funding for your business plan, you
will need to integrate its activities into your organiza-
tion’s operational plans to be sure that you deliver the
proposed product or service.

For maximum benefit, you can adopt business plan-
ning as your primary tool for shaping your line of
products and services. Your organization can regularly
evaluate all its products and services in light of its
strategic position and social mission, while constantly
watching for new opportunities to meet changing
client needs. As you repeat the business planning
process and generate funds for innovations, you will
gradually transform your organization into a creative,
market-driven enterprise with a strong social mission.
The following examples illustrate how some NGOs are
transforming their operations and services as a result
of acquiring business planning skills.

Business Planning to Transform Your Organization
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Working Solutions—Worldwide

INTEGRATING ENTREPRENEURIAL THINKING INTO SERVICES AND OPERATIONS

Organizations have applied the breakthrough thinking
that goes with business planning to rethink and expand
their services.

Bolivia. The Program of Coordination for Integral
Health [Programa de Coordinacién en Salud Integrall
(PROCOS)) realized that business plans could help
many NGOs strengthen their capacities, so they added
business planning to their line of consulting services.

PROCOSI is a network of 36 Bolivian and interna-
tional NGOs implementing health projects in over 250
Bolivian municipalities and benefiting primarily rural, in-
digenous, and poor communities. Many of its projects
have contributed to the improved health of the popu-
lation, for example by helping increase vaccination in
children and providing reproductive health services to
women. Having traditionally relied on funding from
international donors, the PROCOSI executive man-
agement team decided they could help the network’s
members diversify their funding sources, reduce their
financial risk, and better respond to their clients’ needs
if the team encouraged the members to develop busi-
ness planning skills.

Most of PROCOSI's management team and seven

of the member organizations initially learned busi-
ness planning skills through MSH'’s Business Planning
Program. To offer business planning to other organiza-
tions, PROCOSI also undertook training to become a
partner of this program, with the ability to deliver the
program in their region.

As PROCOSI is delivering its new service to NGOs in
other Latin American countries, its member NGOs are
securing new funds. Several members of the network
who participated in the program have adopted the
business planning methodology as their standard tool
for new initiatives. Since completing their first plans in
2002, they have reapplied the methodology and cre-
ated a second round of business plans to:

m negotiate with their board for resources to match
partial funding from a donor;

m make a case for procuring furniture and equipment

for several clinics;

m secure funding through an Internet request and
from donors they had not previously approached;

m attract funding from a major funding agency for a

new nutrition program;
m secure funding for dental services;

m evaluate the strategic position and value of all their
projects.

Ghana. A Ghanaian NGO, GSMF International, for-
merly the Ghana Social Marketing Foundation, has also
added business planning to their consulting services.
GSMF's mission is to empower families and individuals
to achieve an improved quality of life through behavior
change techniques. Its strategy is to help organizations
develop sustainable health programs by expanding

the private-sector market for maternal and child health

products and contraceptives.

When senior staff from GSMF first considered busi-
ness planning in 2002, they recognized the process
could help build GSMF's institutional capacity in new
business development, improve their management
practices, and benefit other NGOs that serve health
and social needs. Like PROCQOSI, they also participated
in MSH'’s Business Planning Program and became a
partner of the program for West Africa.

One GSMF staff member commented that the busi-
ness planning program “strengthened our belief that
anything is doable. You just need to put your mind to it.
This mindset has spread out’ from the [business plan-
ningl team to others in GSMF, and it will spread further

as we deliver it to client organizations.”
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Reviewers’
Corner On the opportunities that new investors offer...

A reviewer emphasizes, “The point of business planning is that there are new organiza-

A forum for . . . . . :

) ) tions out there that look for innovation, creativity, and good, solid business sense. They
discussing offer opportunities to other organizations to break with the old patterns of responding to
concepts and agendas set by other organizations.”
techniques . A

i On understanding a potential investor’s values...
presented in '
this issue A reviewer warns, “The corporations you may want to approach will have their own agen-

das. Sometimes these will not mesh with the social mission of your organization.”

On assessing the strategic fit of all products and services...

A reviewer notes, “It would seem that based on an analysis of strategic position, the orga-
nization would identify what products and services are dispensable and must go, in order
to push the breakthrough idea ahead. This is an imperative, not a casual, analysis.”
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q Checklist for Business Planning to Transform
A

Your Organization

B Review your organization’s current scope of products and services and assess your organization’s
strategic position in the marketplace within the context of its organizational mission.

Create a strategic map of the health and welfare needs of the population. Compare your organi-
zation’s products and services with these needs to identify gaps in what your organization offers.

Identify several breakthrough ideas that would help to fill these gaps, contribute to your organi-
zation'’s strategic position, and fit its competencies. Determine which ideas might interest founda-
tions, private investors, or donors who seek innovations.

Gain the support of your organization for one innovation and organize a team to develop a busi-
ness plan with a social return.

Evaluate opportunities for further training in business planning; select one that meets the skill
level and available time of your business plan development team.

Develop a persuasive business plan for a new product or service that includes:
the story behind your organization;
a breakthrough idea;

a description of the market that the new product or service will serve and your marketing
approach;

the identification of your design and implementation team and your development plan;
financial requirements for developing and introducing the product or service;
projections of social return that a potential funder could anticipate.

Approach foundations, private investors, or donors who might be interested in your business
plan. Revise your plan as needed.

Once your plan is funded, integrate activities for designing and launching the new product or
service into your organization’s operational plan.

Institutionalize business planning in your organization for breakthrough products or services that
can transform your organization over time.
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“Community Health” Takes Initial Steps to Develop

a Business Plan

ACHIEVING SUSTAINABILITY is a goal

for “Community Health,” a nongovernmental organiza-
tion providing health and family planning services in
a rural region of the country. In the past, Community
Health has received funding primarily from interna-
tional donors. While charging fees for certain services
and products was once a strategy to recover costs, this
is no longer enough. Funds derived from charging fees,
along with inputs from the Ministry and donors, are in-
adequate to cover the neediest sectors of the population;
too many people are simply falling through the cracks in
the health system.

Community Health has thus shifted its thinking.
Instead of simply charging fees to deliver its current
products and services and depending on its traditional
funding sources, it plans to deliver new products and
services that are responsive to its client needs and that
may attract funding from nontraditional sources.

Community Health has gone though a strategic plan-
ning process that highlighted the need to reduce its
financial risk by diversifying its funding base. The
organization subsequently initiated an effort to draft a
business plan, led by the program director, the youth
specialist, and a nurse midwife. Today the business plan
development team is meeting with Community Health's
executive director and the financial manager.

“Remind me why we are meeting today?” said the
executive director as the team members and financial

manager joined him in his office.

Business Planning to Transform Your Organization

““We are here today to give you an update on our draft
business plan,” said the program director patiently. “We
will present two possible new products and services for
adolescents and select one to focus on in our plan.”

“I thought that this meeting was about new donors and
getting more money,” broke in the financial manager.

“We anticipate that new products and services for
adolescents will attract new funding,” said the program
director. “Remember at our strategic mapping workshop
two months ago when we agreed that we want to better
serve adolescents? Increasing their use of our services
could help us fulfill our mission and attract new funding
at the same time.”

“Tell me again why the focus on adolescents?” asked
executive director, gazing out the window.

“In 2002, 15% of the people living in our service area
were between the ages of 13 and 18, and the fertility rate
was 78 births for every 1,000 young women between
the ages of 15 and 19. This is 65% of the total birthrate,”
explained the youth specialist.

“Wait a minute,” said the executive director. “You
mean to say that 15% of the people—the youth—are
giving birth to 65% of the babies?”

“That’s right. Yet only 5% of our service interventions
are targeted at this 15%. In other words, we have not
been reaching an important segment of the population
in our area,” answered the program director, looking in-
tently at the executive director. “International agencies

and national foundations want to see the usage of health




clinics increase. Our strategic mapping exercise and scan
of current products and services informed us that our
greatest potential for increasing impact is to increase the
use of services by youth. By developing a business plan
for a new product or service for adolescents, I believe we
will be able to attract new funding.”

“This sounds promising,” said the executive director,
nodding in pleasure and now fully engaged. “So what
ideas do you have so far?”

The youth specialist spoke up. “Our team started by
looking at the problems. What keeps youth away? Many
young people have said they don't come to us because they
are afraid that their friends and relatives will see them en-
tering the clinic. We suggest creating a special door and
waiting room for youth at the back of the clinic.”

“Another problem is that adolescents think they are
the only ones who have sex without being married to
their partner,” she continued. “They feel misunderstood
by adults. We suggest addressing this problem by train-
ing peer volunteers to work in the dance clubs around
town.”

“Yes, these new products and services might work!”
said the financial manager, surprising everyone. “Where
are youth going for information and services now?”

“That’s the problem!” said the youth specialist, warm-
ing to her subject, “Many of them don’t go anywhere!
They talk mostly to one another. This population is un-
reached in our area.”

“Assuming the new entrance or peer outreach efforts
are successful and adolescents start to come for services,”
continued the financial manager, “can our current staff
handle an increase in clients? Would we need to hire new
staff or provide our current staff with special training?”

“Adolescents might prefer to access our services dur-
ing the afternoon, after school or work, when our staff'is
less busy,” said the nurse midwife. “We might not need
to hire new clinical staff. We will all need communica-
tion training to work well with this group, however. We
should plan to include this type of expense in our busi-
ness plan.”

“What are the long-term costs and risks of a peer

education program?” asked the financial manager with

concern. “We would have to recruit and train the volun-
teers and support their work. Can we maintain that type
of effort over time? If not, we run the risk of losing the
trust of young people forever.”

“You have raised an important point,” said the youth
specialist. “For ease of market entry, the door and wait-
ing room are better. The capital expense of this option
is greater, but the ongoing expense and risk would be
lower. I suggest that we commit to the new entrance
and waiting room and see if this stimulates an increase
in adolescent use of our services. We can consider estab-
lishing a peer education program at a later point.”

The program director noticed the executive director
looking at his watch. “I know you are very busy today.
It sounds as though we have your blessing to carry out
market research and develop a marketing approach for
the new adolescent entrance and waiting room.” He
looked at the executive director expectantly.

The room was silent while the team members waited
to hear his response. “I don’t know why we never
thought about creating this door and waiting room for
adolescents before!” said the executive director, stand-
ing up to signal that the meeting was over. “Let’s get that
market research done right away. We don’t want to as-
sume that young people will like our idea, even though
we do. Market research may also bring out the need for
other services and approaches. Do you think you could

present your findings in three weeks?”

Discussion Questions

1. What has Community Health done so far to
begin to develop a business plan?

2. What concerns were raised about the new
products and services suggested? What other
questions might need to be asked to analyze the
new products and services in order to make an
informed decision?

3. What aspects of the products and services
brainstormed in the meeting make them break-
through ideas in this context?

"MANAGER Case Study



Case Analysis

I QUESTION 1 What has Community Health
done so far to develop a business plan?

Community Health has implemented a number of ac-
tions to develop a business plan. Some of these actions
are more obviously brought out in the scenario. Oth-
ers are implied.

It appears that during this process, staff in Commu-

nity Health have so far:

m conducted research on the health and demographic

status of the population in their area;

m scanned the organization’s current products and

services;

m undertaken a strategic mapping exercise, comparing
the health needs of client groups served and poten-
tial client groups with the organization’s range of
products and services. they identified adolescents

as a group that they wanted to better serve;
m formed a business plan development team;

m identified problems that keep adolescents from using

services;

m used these findings to generate ideas for new prod-
ucts and services, which community health has the

talent and capacity to develop and deliver;

m completed a competitive position analysis to identify
who else might be currently providing health and

family planning services to adolescents;

m involved stakeholders, in this case the executive

director and the financial manager;

m secured agreement on the work done to date and

support for taking the next step.

QUESTION 2 What concerns were raised
about the new products and services suggested?
What other questions might need to be asked to
analyze the new products and services in order to
make an informed decision?

The concerns that were raised include:

m Will the current staff be able to handle an increase

in clients? Will new staff have to be hired?

m Will staff need special training to work with adoles-

cents?
m Where are youth going for services now?

m What are the long-term costs and risks of a peer

education program?
m Can the organization maintain a peer education out-

reach effort over time?

Other questions that might help the group to assess
the viability of the products or services presented and
make an informed decision include:

Client demand

m What will be the client demand for these new prod-

ucts or services?

m Can Community Health charge for any of these prod-
ucts or services?

Ease of market entry

m What resources will be required to initiate and main-

tain these products or services?

» Will young people find it easy to equate Community
Health with programs for youth?

Cost of failure

m What barriers, if any, exist to implementing these

products and services?

Business Planning to Transform Your Organization



» Will some people in the community feel antagonistic =~ ® Fill a gap—substitutes are not currently available.

about these new products and services for adoles-

cents?

m Are there any government regulations that might m

prevent delivery of these products or services?

Threat of competition

m What is the competitive position of the new products

and services suggested?

m What if another organization in the area decides to
offer these types of services in future? Would this

have an impact on Community Health’s services?

QUESTION 3 What aspects of the products and
services brainstormed in the meeting make them
breakthrough ideas in this context?

Adolescent health and family planning products and
services can be considered breakthrough ideas because
they:

m Address identified problems and are geared specifi-
cally to client needs. For example, young people are
afraid to have friends and relatives see them entering
the clinic. A separate entrance for them might address
this concern.

Adolescents feel misunderstood by adults. Thus, a
peer education program could be successful because

youth would be reaching youth.
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Youth do not currently have access to services else-

where. Thus, competition is low.

Are related to existing products or services. Presum-
ably Community Health is already offering the types
of services that adolescents need, such as family plan-
ning, testing and treatment for sexually transmitted
infections, and information, education, and commu-

nication services related to reproductive health.

Will reach a market that is substantial and growing.
In 2002, 15% of the people living in the Community
Health service area were between the ages of 13 and
18, and the fertility rate was 78 births for every 1,000
women between the ages of 15 and 19. The adolescent
population in this service area is likely to continue to
grow both in absolute size and in percentage of total

population.

Fit within Community Health’s capacity to deliver.
Community Health already has the clinical expertise,
and perhaps adequate staffing levels, to deliver prod-
ucts and services that would meet the reproductive
health needs of youth.

The new products and services would increase ease
of access, demand, and utilization of current services.
Staff could enhance their skills by taking training to

communicate better with youth.

IVIANAGER

printed on recycled paper

Vol. 12, No. 3, 2003




	Developing Business Plans to Attract Funders Interested in Social Benefits
	Understanding Business Planning outside the Business World 
	Creating a Business Plan for Social Return 
	Section 1:  The Story behind the Organization 
	The Delta Model’s Three Strategic Positions
	Determining the Scope and Strategic Position of Your Products and Services
	Section 2: The Breakthrough Idea
	Section 3: The Market and Marketing Approach
	Section 4: The Design and Implementation Team and Development Plan
	Section 5: The Financial Requirements
	Section 6: Projections of Social Return 
	Identifying Opportunities for Improving Business Planning Skills
	Using Business Planning as Your Tool for New Initiatives
	Working Solutions—Worldwide

