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13.5: Managing, Following, and Adjusting the Initial Plan

LEARNING OBJECTIVES

By the end of this section, you will be able to:

o Explain the difference between a business plan and a lean plan
o Know how to develop a lean plan quickly and accurately

¢ Run the build-measure-learn loop

In this chapter, we’ve discussed how to start the imperfect business using the lean startup approach. We’ve looked at the build-
measure-learn loop and how to test an MVP. We’ve also covered how to deal with fear of failure and how to overcome negative
thinking. In addition, we’ve covered how minorities can tap into resources to help them be successful. Now it’s time to build the
lean plan to help you launch your venture.

As you must realize, having a lean plan is important in executing its process. A lean plan follows the path of lean methodology. It
is a brief business plan shown to potential investors and employees that is a fast and effective way to set, manage, and evaluate
goals and strategies in a business. Figure 13.5.1 shows its components.

Traditionally, a business plan requires a detailed document of the company’s background, the target, objectives, financials, and
marketing strategies. Developing this usually takes a long time, from a few months to a year. A full business plan requires robust
information as it’s developed for internal purposes, for banks or investors who need proof that the business is a good investment,
and for other stakeholders. In contrast, a lean plan is short and includes only specific information, sufficient to go through the
build-measure-learn loop. This plan is where you clarify initial ideas about the product to help you work through the loop and to
share with potential investors and employees who need only so much information to decide on their role in the project.
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Figure 13.5.1: The founders of a business create a lean plan to help them set expectations and goals. (CC BY 4.0; Rice University
& OpenStax)

Developing a Lean Plan

As mentioned earlier, a lean plan uses lean methodology. This type of planning begins by drafting a short living set of lists to guide
you, meaning you can update it as you go.”” The plan shouldn’t take months to develop; you can set it up in a few days. The plan
focuses on the business core, so only important details about marketing, the business model, finances, the build-measure-learn loop,
and the MVP are added to it.”

The following is a list of basic procedures and details to include in a lean plan.

1. Write a short and simple document.

2. Test your MVP through the build-measure-learn loop.
3. Review your results.

4. Revise your plan.

Once these steps are complete, the entrepreneur can start or continue the venture.
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Write a Short and Simple Document

This plan does not need to include an executive summary, a company background, or team information. It is literally a short pitch
that you can use to share with investors and potential partners. Focus on what is important and include the following:

o Basic strategies for product, price, place, promotion; add people, physical environment, and process if it is a service
o Basic strategies for target market and positioning

o Day-to-day tactics, which include specific tasks or actions that will get an objective done

e A schedule with dates for acquiring needed licenses, launch date, and when to review and revise the plan

¢ A business model that details how you will make money

o A basic forecast of sales, costs, profit, and break-even analysis

This plan is just a bare bones list of things that need to get done and by whom. It also includes a timeline, a cost, and a reward. It is
less like a traditional document and more a series of lists and bullet points. In this case, the entrepreneur is only writing down the
essentials of the business to achieve the goal at hand. Later on, when a document is needed for outside stakeholders or bank loans,
then a full plan can be developed with research and details about the market, the environment, trends, and strategies that are more
fleshed out.

For example, an entrepreneur who is just opening a prosthetics company can start a lean plan by describing its main product, which
can focus on creating custom prosthetics for children. Then it can add a basic price or range of prices for its basic product since it’s
a custom product, and it will probably vary in price from customer to customer. Another strategy to keep in the plan is where to
conduct the business. A central location would probably be a good idea, especially close to doctors and hospitals. Finally, basic
promotional strategies used in reaching out to this market, which can include speaking to children’s hospitals and local doctors who
can refer the patients to the company, can also be listed. In addition, the entrepreneur may decide to create a basic website, online
ads, and simple brochures to give information to potential customers. Once all the strategies are laid out, then the timelines can be
added from the inception until the launch date, which includes assignments for everyone who will be in charge of the activities in
this new business. These can include an office manager, the prosthetist, and a marketer.

Next, the entrepreneur may detail how the money will be made. Will the new business charge the client directly for the product?
How about accepting insurance and copayments? These are questions that need to be written down. Then a basic forecast of the
market demand will help forecast sales, expenses, and profit.

Test Your MVP through the Build-Measure-Learn Loop

Once the lean plan has been put into place, the next step is to execute it and test the MVP through the build-measure-learn loop.
Here is where the rubber will meet the road, and all the assumptions that were made in the plan will be tested in real life.

¢ Build your MVP.

e Test your idea by sharing it with potential customers.

e Maeasure results by talking to customers and recording feedback.

o Ask questions such as: Are we building a product people want? What benefits do we need to add? Is this our target market?
o Test different versions and cohorts of users.

In our example, the entrepreneur will have a chance to build the prosthetics and ask questions that will help create a better product
over time. At this time, the entrepreneur might find out that the product can be expanded to include orthotics and not just
prosthetics, and perhaps that adults can also be included in the market.

Review Your Results

This step should be done at least once a month, where customer feedback, marketing, and outcomes are thoroughly reviewed. This
is a great opportunity for the entrepreneur to assess if goals have been met and identify areas for improvement. However, many
times, you will encounter that reviewing results can stir resistance from employees (if there are any), as they may become tired of
planning, having meetings about planning, and demonstrating results. The reviewing process can inspire some fear or negative
feelings over concerns of being blamed, but as a leader, you must always assure them that this process helps them get better at what
they do and gives them the information and tools necessary to make the changes that will steer the business onto a more successful
path. This is about managing the results and not being deterred by them.

o Review customer feedback and go back to your plan to compare.
e Review target market, 7Ps of marketing, features, and benefits.
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¢ Review numbers or outcomes, which may include sales, profit, customer signups, and even customer reactions to
advertisements and product attributes.

In our example, if the prosthetics business is not bringing in enough customers to sustain it, then this is the opportunity to see
where issues exist so changes can be made to the lean plan.

ARE YOU READY?

A Lean Scooter Plan

You are interested in opening a new electric scooter business in your small city, as there is no competition. You would like to
enable your small town to have smart mobility that is environmentally conscious while reducing dependence on regular
transportation such as buses and vehicles.

o Create a lean plan that details how you plan to start your business.

Revise the Plan

Make changes to the plan as needed. Once metrics have been measured against results, marketing is tested and measured, and
customer feedback is received, then it is time to revise the plan and make adjustments. This can take the form of adding a feature to
the product, adding new products, changing promotional tactics, or communicating differently with customers and consultants.

If there aren’t enough customers to sustain the prosthetic business, here is where the founders can make changes to correct course.
It may be that customers are not aware of the business, or there aren’t enough pediatric customers and perhaps adults can be added
to the target market. Once the plan is revised and the resulting changes are made, the business can continue and the process of
testing restarts. As you can see in Figure 13.5.2, this is a continuous process. It requires constant updating and cooperation from
everyone involved in the business. Once the process is set up, then it is easier to maintain it and see it as necessary within the
business that helps it grow.

REVISE —_—> PLAN

Lean Planning Cycle
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Figure 13.5.2: The lean plan cycle for small businesses. (CC BY 4.0; Rice University & OpenStax)

Tim Berry—entrepreneur, former Apple employee, writer, and now a lean startup guru—advises businesses on the art of lean
planning, as he does not like long planning himself and has little patience for extensive plans and coding. For Berry, lean planning
does not contain elaborate information and details that are unnecessary for the business to run. It is not a document per se, but an
assortment of short bullet points, some lists, and tables. For Berry, the most important steps to lean planning are to have the
following:

1. A lean strategy or plan in place

2. Execution of the plan (or run it like in Figure 13.5.2)

3. Review of the results and check against milestones

4. Revision of the plan—change what didn’t work and start the whole process again®’
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ARE YOU READY?

Developing a Lean Plan

A local entrepreneur owns a print shop that has been in business for 20 years. The owner focuses mainly on printing business
cards, flyers, posters, brochures, and banners for local businesses. He has noticed that his sales have been declining for the past
five years because promotions have been evolving into digital ads, social media, and other Internet marketing techniques rather
than printed material. He will need to innovate if he wants to stay in business.

Last week, he came to see one of your entrepreneurship professors to ask for a student or someone to help him. Since you aced
the class, your professor thinks that you can show him how to develop a lean plan, and he offers you an internship. You accept

gladly and begin to work on the project.

e Develop a lean plan and explain to the owner how this can help him grow in the next three years.

13.5: Managing, Following, and Adjusting the Initial Plan is shared under a not declared license and was authored, remixed, and/or curated by
LibreTexts.
o 10.4: Managing, Following, and Adjusting the Initial Plan by Michael Laverty and Chris Littel et al. is licensed CC BY 4.0. Original
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