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OPERATION: ALIGNED

Build a Business 101 - Letters from the Grove

START WITH PURPOSE

Have Courage. Be Kind.

BUILD A BUSINESS 101

Operation: Aligned | Completed digital edition, October 2026

This edition brings the ten-step Operation: Aligned manuscript together with
practical examples, action pages, an example business plan, and a launch
checklist. The original chapter material has been edited for clarity and
length; unfinished production notes have been replaced with completed
resources.

HOW TO USE THIS BOOK

Read one chapter, complete its action page, and test one decision in the
real world. The table of contents, PDF bookmarks, and Contents link at the
foot of each page help you return to the work. Worksheets can be printed or
filled in using a PDF reader that supports form fields. Save a local copy to
keep your answers.

Copyright 2024 Operation: Aligned. All rights reserved.

Educational material, not legal, tax, accounting, or individualized professional advice.
Business involves risk and work; results are not guaranteed. lllustrative businesses,
figures, and templates in the added exercises are examples, not client results. Verify
requirements for your location and obtain qualified advice where needed.
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READ. PLAN. PUT IT TO WORK.

INSIDE THE BOOK

Select a chapter or use your reader’s bookmarks. Page numbers match the PDF page
counter.

01 The Business Plan 4

02 Brand Logo and Slogan 8
03 Website Development 11
04 Professional Presence 15
05 A Consistent Brand 18

06 Social Media Presence 21
07 Sales and Marketing 24
08 Customer Experience 27
09 Analytics and Goals 30
10 Process Improvement 33
Example business plan 36
Business questionnaire 40
Your weekly scorecard 41
30-day launch checklist 43

Keep going 44

Each chapter is followed by a practical action page. Complete the templates with your
own facts, not assumptions.
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STEP 01/10

THE BUSINESS PLAN

O 06 6 666666606666

YOU ARE HERE
Step 1 of 10 on the Operation: Aligned path.

A business plan is a set of decisions written down so you can test them. The
20 parts below cover what you sell, who buys it, how you will reach them,
what it costs, and how you will grow. You do not need all 20 on day one, but
each one answers a question an owner, lender or partner will eventually
ask.

FOUNDATION MARKET OPERATIONS MONEY & FUTURE

Executive summary Target market Team & roles Projections
Industry overview Competition Operations plan Startup funding
Vision & mission Positioning Suppliers Pricing

Business description Marketing plan Technology Sustainability

Values Sales strategy Milestones Expansion

Figure 1. The 20 plan components grouped into four pillars.

1. Executive Summary: A one-page overview of the business. Write it last. A
reader should understand what you do, for whom, and why it will work in two
minutes.

2. Industry Overview: The market you operate in, including trends,
challenges and openings. It shows you understand the conditions you are
entering.
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3. Vision Statement: Where the business is headed over the long term. Use
it to check whether a decision moves you toward that place.

4. Mission Statement: Why the business exists and what it values. It guides
everyday choices.

5. Products and Services: What you offer, described clearly enough that a
customer and a new team member would describe it the same way.

6. Business Structure: Who does what. List roles, responsibilities and who
makes which decisions.

7. SWOT Analysis: Your strengths and weaknesses inside the business,
and the opportunities and threats outside it. Use it to decide what to protect
and what to fix.

8. Market Analysis: How big the market is, how it is growing, and where you
fit. It shapes your positioning and your choice of customer.

9. Market Trends: Changes in customer behavior, technology and the
industry that could help or hurt you.

10. Target Market: A specific description of your ideal customer. Every
marketing and product decision should point back to this person.

11. Competitive Advantage: Why a customer would choose you over the
alternatives. If you cannot say it in one sentence, keep working on it.

12. Sales and Marketing Strategy: How you will find customers, win them
and keep them.

13. Sources of Income: Each way the business earns money. More than
one stream can reduce risk.

14. Sales Forecast: Expected sales over time, based on your market
research and any history you have. Revisit it as real numbers arrive.

15. Pricing Strategy: How you set prices and why. Price affects profit,
positioning and how customers judge your quality.
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16. Payment Options: How customers can pay you. Make paying easy.

17. Financial Projections and Costs: Expected revenue and expenses. This
is where you find out whether the business can pay for itself.

18. Startup Funding and Capital: How much money you need to start and
where it will come from.

19. Sustainability and Expansion Strategy: How the business will last and
grow, and its responsibilities to people and the environment along the way.

20. Addendum Checklist: A list to confirm every section is complete and
consistent with the others.

Go to the Step 1 action page
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PUT STEP 01 TO WORK

MAKE THE PLAN TESTABLE

Back to Step 1: The Business Plan
Write your decisions. Revisit them after you test them.

Who is the specific customer, and what problem needs solving?

What is the offer, price, and evidence that people want it?

Which cost or assumption could make the plan fail?

What will you test this week, and what result counts as progress?
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STEP 02 /10

BRAND LOGO AND SLOGAN

00O 6 O 66660666

YOU ARE HERE
Step 2 of 10 on the Operation: Aligned path.

Your logo and slogan are often the first things a customer notices. Together
they tell people who you are and what you promise before they read
anything else.

OAK & FIELD

Care fhﬂf ]\'CCPS growing.

Logo . .

Forest Brass Sage Paper Clay

Heading: Cinzel Body: Helvetica Accent: Cormorant
Figure 2. A small brand system: mark, name, promise, palette and type (illustrative business).

A logo is a visual shorthand for the business. A good one is recognized in a
second and carries the same meaning every time someone sees it, whether
on a sign, an invoice or a phone screen.

People process images faster than text, so a consistent logo builds
recognition quickly. Keep the design, colors and style the same everywhere.
The golden arches mean McDonald's and the swoosh means Nike because
those companies used them consistently for decades. Recognition leads to
familiarity, and familiarity leads to trust.

Colors, shapes and type also set a mood. Blue is often read as dependable.
A clean sans-serif typeface tends to look modern and simple. Choose these
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elements on purpose, based on how you want customers to feel.

A slogan does the same job in words. It is a short phrase that states your
promise or what makes you different.

A strong slogan can set you apart in a crowded market. Nike's "Just Do It"
works far beyond sports because it is short and gives a clear call to action.

A memorable slogan also helps people recall the brand. Apple's "Think
Different" became tied to the company itself.

MAKING A LOGO AND SLOGAN THAT WORK

Logo: Keep it simple and easy to recognize. Make sure it works large and
small, in color and in one color. Connect it to your business and industry.
Aim for a design that will not look dated in a few years.

Slogan: Keep it short. State your value or promise plainly. Make it sound like
you. Make it different from what competitors say.

Use the logo and slogan together so they read as one identity.

A logo and slogan will not build a business on their own. Used consistently,
they make the business easier to recognize, remember and trust.

Go to the Step 2 action page
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PUT STEP 02 TO WORK

CREATE A RECOGNIZABLE
IDENTITY

Back to Step 2: Brand Logo and Slogan

BRAND EXAMPLES

lllustrative businesses, not claims about real companies. A simple
roof-and-leaf mark could suit a garden service with the promise "Care that
keeps growing." A clear typographic wordmark could suit a repair service
with "Small repairs. Clear communication." Test both as a tiny phone icon, a
one-color invoice, and a shirt emblem. The mark should still read when the
decoration is removed.

Write your decisions. Revisit them after you test them.

What should customers remember about the business?

Write one clear promise, without an unsupported superlative.

Which logo, colors, and typefaces will be used everywhere?

Where will the approved files and usage rules live?

Contents benjaminfoskey.com 10
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STEP 03/10

WEBSITE DEVELOPMENT

000V O 60 66060 06©

YOU ARE HERE

Step 3 of 10 on the Operation: Aligned path.

Your website is often where a customer decides whether to contact you.
This chapter covers three ideas: keep it simple, build it around your
customer, and give visitors one clear reason to act. It ends with a
step-by-step setup guide.

They arrive from search, a referral or a post

The offer, area and price are clear

Proof of work, reviews, a real person

One obvious next step: book, call, ask

Figure 3. A website has one job: move a visitor from arrival to a clear next step.

KEEP IT SIMPLE

Start with a clean, easy design. Use a platform you can manage yourself, or
hire a designer who cares about how the site works as much as how it
looks.

Clear navigation: Organize pages logically so visitors can find what they
need without thinking about it.
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Short, clear writing: Say what you offer and what makes you different in
plain words.

Mobile friendly: Many visitors will arrive on a phone. The site has to work
well there.

BUILD IT AROUND YOUR CUSTOMER

Find out what your customers want, what problems they have, and what
they expect from a business like yours.

Customer profiles: Describe two or three typical customers, including their
goals, preferences and frustrations.

Useful content: Answer the questions those customers actually ask and
offer solutions to their problems.

Feedback: Give visitors a way to tell you what is working, then improve the
site based on what they say.

GIVE VISITORS ONE CLEAR REASON TO ACT
Decide what offer will matter most to your visitors and make it obvious.

Value proposition: State plainly what makes your business the right choice,
near the top of the page.

Special offers: A limited-time discount, a free consultation or a useful
resource can give people a reason to act now.

Calls to action: Place clear buttons where people need them, such as "Book
a visit" or "Request a quote," and make the next step easy.

HOW TO GET A GOOD WEBSITE GOING

1. Define your goal: Decide what the site is for, such as generating leads,
making sales or providing information. That goal guides every other choice.
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2. Choose a platform: Pick a website builder that fits your needs and skills.
WordPress, Wix and Squarespace are common options with ready-made
templates.

3. Invest in design: Professional design builds credibility. If budget is tight, a
clean template done well is better than a cluttered custom site.

4. Write strong content: Use good photos, clear writing and a message that
matches your brand.

5. Make it easy to navigate: Visitors should find what they want quickly.
Remove clutter.

6. Test on phones: Check every page on a real phone. A desktop preview
can hide problems.

7. Cover the SEO basics: Use the words customers search for, write clear
page titles and descriptions, and keep the site well organized.

8. Set up analytics: Use a tool such as Google Analytics to see how people
use the site, then improve it.

9. Keep it secure: Use an SSL certificate, keep plugins updated and protect
the site from attacks.

10. Keep it current: Update content, prices and photos regularly so the site
stays accurate.

Go to the Step 3 action page
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PUT STEP 03 TO WORK

GIVE THE WEBSITE ONE
CLEAR JOB

Back to Step 3: Website Development

THREE USEFUL WEBSITE PATTERNS

For a local service: explain the service, area, proof of work, and inquiry
button. For a consultant: explain the audience, problem, process, and
contact step. For a product: show what is included, clear photos, price,
delivery information, and a dependable purchase path. These are design
examples, not endorsements of particular platforms.

Write your decisions. Revisit them after you test them.

What is the single most useful action a visitor can take?

Which page explains the offer, area served, and next step?

Who receives an inquiry, and how quickly will they respond?

What did a real phone and keyboard test reveal?
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STEP 04 /10

PROFESSIONAL PRESENCE

00900V 6 6 O 66

YOU ARE HERE
Step 4 of 10 on the Operation: Aligned path.

Small details shape how professional a business looks: your email address,
your phone number, your address and your business card. Customers
notice when these are missing or inconsistent.

Your Name, Owner
hello@yourbusiness.com
(555) 010-0000

OAK & FIELD Serving: Your City and nearby

Care that keeps growing yourbusiness.com

Front Back

Figure 4. Business card front and back. Use your own verified details.

Email is often the first contact a client has with you. An address on your own
domain, such as name@yourbusiness.com, looks more credible than a free
personal account. Use the same email signature on every message, with
your logo and contact details.

A business address and phone number tell customers you are real and
reachable. Show them the same way on your website, business cards and
marketing. If you work from home, you can list your service area instead of a
private home address.

A business card puts all of this in one portable place: your logo, email,
phone number and address or service area. It is easy to hand over at
meetings, events or any chance encounter.
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Use the same colors, typefaces and logo on the card as everywhere else so
people recognize it.

Go to the Step 4 action page
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PUT STEP 04 TO WORK

MAKE IT EASY TO REACH
YOU

Back to Step 4: Professional Presence

A BUSINESS CARD WITH A PURPOSE

lllustrative front: OAK & FIELD / Garden care / Care that keeps growing.
lllustrative back: business contact name, monitored email, business phone,
actual service area, and website. Use your own verified details; a decorative
card with unreadable contact information defeats its purpose. A service
business can publish its service area without putting a private home address
on promotional materials.

Write your decisions. Revisit them after you test them.

What is the public business name and contact email?

What phone, service area, and hours can you reliably maintain?

Which details should remain private?

Who checks voicemail, contact forms, and customer replies?
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STEP 05/10

A CONSISTENT BRAND

009000 6 O 6 6O

YOU ARE HERE
Step 5 of 10 on the Operation: Aligned path.

A consistent look across everything the business shows the world makes it
easier to recognize and remember. That includes what you and your team
wear.

Website

Email signature Business card

Signage Uniform

One brand

Social profiles Vehicle

Invoices

Figure 5. Every touchpoint carries the same name, mark and colors.

Uniforms, whether shirts, jackets or hats, make a team look organized and
professional. Keep the color, design and logo placement the same, and
every team member represents the brand wherever they go.

A shared look also helps the team feel like a team. Customers notice that,
and it builds confidence that you will do the job well.

Steps 4 and 5 work together. Professional contact details, a matching
business card and consistent uniforms all send the same message: this
business is organized and dependable. Keep them consistent over time and
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customers will remember you.

Go to the Step 5 action page
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PUT STEP 05 TO WORK

KEEP THE BRAND
CONSISTENT

Back to Step 5: A Consistent Brand
Write your decisions. Revisit them after you test them.

Which touchpoints need the same name, logo, and colors?

What does a practical, role-appropriate uniform require?

What can you standardize before buying more materials?

Who approves the final versions and replacement orders?

Contents benjaminfoskey.com
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STEP 06/ 10

SOCIAL MEDIA PRESENCE

00900060 O 6 6o

YOU ARE HERE
Step 6 of 10 on the Operation: Aligned path.

Social media can help customers find you, get to know you and contact you.
This step suggests starting with one platform, such as Facebook, and
focusing on real conversations rather than likes.

Listen

Where customers ask

s CONTENT LOOP AT

Inquiries by channel One useful post

\ /

Invite

One clear action

Figure 6. A social presence that earns inquiries runs as a loop, not a broadcast.

Facebook is a practical place to start because many local customers
already use it to find and review businesses. A page gives you room to
share your story, show your work and talk with customers. Setting up the
page is the easy part. Using it well is what matters.

Using it well means posting things your audience finds useful, answering
guestions and comments, and building a small community around the
business. Likes are not the goal. Conversations and inquiries are.

Once one platform is working, expand to others that fit your business and
your customers. Instagram suits visual work. LinkedIn suits professional
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services. Choose based on where your customers actually spend time.

The real value of social media is relationships. Reply to comments, thank
people for reviews and take part in conversations. Each genuine connection
can lead to referrals.

The goal is business results, not popularity. A good social media plan
increases recognition, brings in inquiries and keeps customers coming
back.

Start on one platform, focus on real connections, and expand when you are
ready. Measure success by the customers it brings, not the followers it
adds.

Go to the Step 6 action page
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PUT STEP 06 TO WORK

BUILD A USEFUL SOCIAL
PRESENCE

Back to Step 6: Social Media Presence

PROFILE REFRESH CHECKLIST

Use the same business name and logo as your website. Write a plain
description of who you help. Check the contact details and hours. Link to the
relevant page. Pin a useful introduction. Remove outdated offers. Check
phone cropping and legibility. Assign someone to reply to inquiries. Choose
channels based on customer evidence rather than assuming one network is
always best.

Write your decisions. Revisit them after you test them.

Where do your intended customers already ask for help?

What useful question can you answer in the next post?

What action will that post invite?

How will you track inquiries that came from that channel?
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STEP 07 /10

SALES AND MARKETING

0—0—9000600 O 6 O

YOU ARE HERE
Step 7 of 10 on the Operation: Aligned path.

Sales and marketing work best when they build lasting relationships. This
step covers two tools that help: key performance indicators (KPIs), which tell
you whether your efforts are working, and customer relationship
management (CRM), which keeps track of every customer and lead.

.-- 8

Inquiry Qualified Proposal Follow-up

Figure 7. A follow-up pipeline with illustrative counts. Every stage has an owner and a next action.

MEASURE WHAT MATTERS

Before running a campaign, decide which numbers will tell you if it worked.
Common KPIs include:

1. Conversion Rate: The percentage of leads who become customers.

2. Customer Acquisition Cost (CAC): What you spend, on average, to win
one new customer.
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3. Customer Lifetime Value (CLV): The total revenue you expect from a
customer over the whole relationship.

Track these as the campaign runs and adjust what is not working.

KEEP TRACK OF EVERY RELATIONSHIP

A CRM is a system, even a simple spreadsheet at first, for keeping track of
customers and leads. It helps you:

1. Keep customer information in one place: Contact details, past purchases
and notes, so anyone on the team can see the full picture.

2. Personalize your communication: Use what you know about each
customer to send messages that fit their needs.

3. Anticipate needs: Notice patterns, such as when a customer usually
reorders, and reach out before they ask.

4. Keep the team coordinated: Everyone sees the same history, so
customers do not have to repeat themselves.

Closing a sale is only the start. Customers who trust you come back, buy
more and recommend you. Aim to be the business they would call for
advice.

EXAMPLE: APPLE

Apple sells well-designed products, but its real strength is customer loyalty.
Its products work together, so owning one makes the next one more
appealing. Customers stay because the relationship keeps paying off.

Use KPIs to see what works, use a CRM to keep track of every relationship,
and treat each sale as the start of a longer connection.

Go to the Step 7 action page
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PUT STEP 07 TO WORK

CREATE A FOLLOW-UP
SYSTEM

Back to Step 7: Sales and Marketing

A SIMPLE CRM EXAMPLE

Start with a spreadsheet: record ID, source, stage, next action, due date,
and owner. Example: Inquiry 014 / referral / qualified / send scope /
Thursday / owner. Restrict access and review overdue actions before
adding more leads.

Write your decisions. Revisit them after you test them.

What qualifies someone as a good fit for the offer?

What stages will each inquiry move through?

Who owns the next action, and when is it due?

How will you record wins, losses, and reasons without guessing?
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STEP 08 /10

CUSTOMER EXPERIENCE

0—0—90006000 6O o

YOU ARE HERE
Step 8 of 10 on the Operation: Aligned path.

Every interaction a customer has with your business shapes what they think
of it. This step is about making each of those interactions easy and positive.

Before Start During Complete After
Scope, price, timing Confirm arrival and Updates when Quality check, Invite feedback, fix
in writing access anything changes completion note issues

Figure 8. The customer journey, with a promise kept at each stage.

Good customer experience shows up everywhere, from the first inquiry to
support after the sale.

MAKE EVERY INTERACTION EASY

1. Respond quickly and clearly: Answer inquiries, feedback and complaints
promptly, whether by email, phone or social media.

2. Make your tools easy to use: Your website, booking system or app should
be simple and intuitive.

3. Remove friction: Simplify buying, booking and payment. Every extra step
is a chance for a customer to give up.

KEEP CUSTOMERS SATISFIED OVER TIME

Satisfaction is not a single moment. It depends on meeting customer needs
throughout the relationship:
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1. Personalize: Use what you know about each customer's preferences and
history.

2. Solve problems early: Look for issues before they grow, and fix them
quickly. A problem handled well can build more trust than no problem at all.

3. Stay consistent: Deliver the same quality of product, service and support
every time.

EXAMPLE: AMAZON

Amazon built its business on a smooth experience from start to finish: easy
browsing, fast checkout, reliable delivery and simple returns. Personalized
recommendations and responsive service keep customers coming back.

Every touchpoint should reflect the same standard, whether a customer is
on your website, calling for help or receiving their order.

Great customer experience comes from many small things done well and
done consistently. Customers who have a good experience come back and
tell others.

Go to the Step 8 action page

Contents benjaminfoskey.com
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PUT STEP 08 TO WORK

DELIVER A DEPENDABLE
EXPERIENCE

Back to Step 8: Customer Experience
Write your decisions. Revisit them after you test them.

What does the customer need to know before work starts?

How will you confirm scope, timing, and changes?

What is the quality check before calling the work complete?

How can someone report a problem and get a response?

Contents benjaminfoskey.com
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STEP 09/ 10

ANALYTICS AND GOALS

YOU ARE HERE
Step 9 of 10 on the Operation: Aligned path.

This step is about using numbers to make better decisions. Set clear goals,
track the right measures, and let the results guide what you do next.
Inquiries . Customers won
14
12

10

4
, - -
Wk 1 Wk 2 Wk 3 Wk 4 Wk 5 Wk 6

Figure 9. A six-week scorecard (illustrative numbers). Same definitions every week.

SET SMART GOALS

SMART goals are Specific, Measurable, Achievable, Relevant and
Time-bound. They turn a vague hope into a target you can check.

Examples:
1. Increase the conversion rate by 15% next quarter.

2. Reduce customer acquisition cost by 10% within six months.
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Each is specific, can be measured, is realistic for the business, matters to it,
and has a deadline.

TRACK THE NUMBERS THAT MATTER

Once goals are set, track the measures that show progress:

1. Financial: Revenue, profit margins and expenses.

2. Operational: Efficiency, productivity and output.

3. Marketing: Conversion rates, acquisition costs and return on investment.
4. Customer: Satisfaction, retention and lifetime value.

These numbers show where the business stands and where to adjust.

ACT ON WHAT YOU LEARN

Collecting data only helps if it changes what you do. If one marketing
channel brings in more customers for less money, move more of your
budget there. If a process keeps causing delays, fix it.

EXAMPLE: GOOGLE

Google constantly studies how people search and how ads perform, then
uses what it learns to improve its products. The habit of measuring, learning
and adjusting is what keeps it ahead.

Go to the Step 9 action page
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PUT STEP 09 TO WORK

MEASURE WHAT CHANGES A
DECISION

Back to Step 9: Analytics and Goals

MAKE COMPARISONS PRECISE

Distinguish a relative percentage change from percentage points. Moving
from 20% to 23% is a 15% relative increase and a 3 percentage-point
increase. Set the baseline and denominator before measuring. Example
targets in the original chapter are planning illustrations; their feasibility
depends on your actual capacity and data.

Write your decisions. Revisit them after you test them.

What is the baseline, target, and deadline for one goal?

Where will the numbers come from, using consistent definitions?

Who updates the scorecard, and on which day?

What action follows if the result is above or below target?

Contents benjaminfoskey.com 32


https://benjaminfoskey.com/books/

@ OPERATION: ALIGNED / BUILD A BUSINESS 101

STEP 10/10

PROCESS IMPROVEMENT

YOU ARE HERE
Step 10 of 10 on the Operation: Aligned path.

Running a business well is never finished. This step is about improving your
processes a little at a time, over and over.

Plan

Pick one problem

[ Act ] IMPROVE [ Do ]
Keep or revise Test a small change

Check
Compare to baseline

Figure 10. Improve one repeatable process at a time.

IMPROVE CONTINUOUSLY

Improvement is a repeating cycle:

1. Review: Look at how your current processes actually work.

2. Find bottlenecks: Identify where work slows down or goes wrong.
3. Make changes: Try a specific change to fix the problem.

4. Listen: Ask customers and your team what is working, and use their
feedback.
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The goal is not perfection. It is steady progress. Businesses that keep
adjusting to what they learn are the ones that last.

Go to the Step 10 action page
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@ OPERATION: ALIGNED / BUILD A BUSINESS 101

PUT STEP 10 TO WORK

IMPROVE ONE REPEATABLE
PROCESS

Back to Step 10: Process Improvement
Write your decisions. Revisit them after you test them.

Which repeated problem consumes the most time?

What are the current steps, owner, and completion standard?

Which small change will you test first?

How will you compare the result and keep the improvement?
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@ OPERATION: ALIGNED / BUILD A BUSINESS 101

A WORKED EXAMPLE

EXAMPLE BUSINESS PLAN

Oak & Field Garden Care is an invented service business used to show how
a short plan fits together. It is not a real client or a forecast. Every number
below is illustrative.

Decision lllustrative plan
Customer & Local homeowners who need recurring garden care and clear
problem communication. Validate this through conversations before

buying equipment.

Offer & positioning A scheduled garden-care visit with a written scope, arrival
window, and completion note. Start with one manageable
service area.

Vision & mission Build dependable recurring service. Help customers care for
their gardens with simple, reliable communication.

Market & Interview ten potential customers. Compare three alternatives
competition on scope, responsiveness, and price; record facts and
unresolved questions.

Team & operations Owner handles scheduling and initial work. Track capacity,
travel time, training, and work quality before adding staff.

Lead generation Test referrals and one local channel. Record the source, next
step, and outcome of every inquiry.

Risks & response Weather, demand, rework, and travel time. Set a realistic
schedule and review the time actually required.
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@ OPERATION: ALIGNED / BUILD A BUSINESS 101

EXAMPLE PLAN / CONTINUED

CHECK THE ASSUMPTIONS

The arithmetic below demonstrates a planning method. It is not a
recommended price, margin, budget, or investment.

Assumption lllustration

Price per visit $120

Variable cost per visit $70, including an allowance for direct labor
Contribution per visit $120 - $70 = $50

Monthly fixed cost $1,000

Break-even visits $1,000 / $50 = 20 visits

At 30 visits $3,600 revenue - $2,100 variable costs - $1,000 fixed

costs = $500 operating remainder

$5,000 Revenue ($120/visit)

$4,000
Break-even: 20 visits, $2,400

$3,000 \

$2,000

Total cost ($1,000 + $70/visit)

$1,0

$0
0 10 20 30 40
Visits per month

Figure 11. Break-even for the illustrative plan: revenue crosses total cost at 20 visits.
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@ OPERATION: ALIGNED / BUILD A BUSINESS 101

This simplified illustration excludes taxes, financing, startup purchases, and any costs not
explicitly included above. The remainder is not take-home pay. Cash timing can differ
from the month in which work is completed.

BEFORE ACTING ON THE PLAN

List startup purchases and the cash needed before customers pay. Check
capacity and the assumptions behind each cost. Confirm business setup,
permissions, insurance, and records with the appropriate professionals and
authorities for your location. Decide what evidence would make you revise
or stop the plan.
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@ OPERATION: ALIGNED / BUILD A BUSINESS 101

CHECK BEFORE COMMITTING

STRESS-TEST YOUR PLAN

Write down what you know, what remains an assumption, and how you will
find out. A small test can save an expensive revision later.

What is the most uncertain assumption in your own plan?

What evidence will you collect before committing more money?
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@ OPERATION: ALIGNED / BUILD A BUSINESS 101

A STARTING POINT FOR A USEFUL CONVERSATION

BUSINESS QUESTIONNAIRE

Complete this privately. Share only the information needed for a
conversation with an adviser, collaborator, or teammate.

What are you building, and why does it matter to you?

Who needs it, and what have they told you?

What skills, time, and resources do you already have?

What constraints or responsibilities must the business respect?
What would a useful first month look like?

What help do you need, and what is your next concrete action?
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USE THE SAME DEFINITIONS EACH WEEK

YOUR WEEKLY SCORECARD

Metric

Inquiries

Qualified leads

Conversion rate

Acquisition cost

Revenue & costs

Customer experience

Contents

Definition

New requests received during the chosen week.

Inquiries that meet your written fit criteria.

Won customers / qualified leads in the same defined
cohort. Record the numerator and denominator.

Defined acquisition spending / new customers acquired in
that period. Note which costs are included.

Track earned revenue separately from cash received. Use
consistent cost categories.

Record complaints, rework, repeat work, and useful
feedback.
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@ OPERATION: ALIGNED / BUILD A BUSINESS 101

A REPEATABLE CHECK-IN

YOUR WEEKLY REVIEW

Use one page for each review. Keep the time period and definitions
consistent, explain unusual results, and give the next action an owner and a
due date.

Week, baseline, and one measurable target

Observed result and explanation

Decision, owner, and next review date
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@ OPERATION: ALIGNED / BUILD A BUSINESS 101

A CHECKLIST YOU CAN ADAPT

YOUR FIRST 30 DAYS

This is a planning sequence, not a promise that every business can launch
in a month. Complete any required setup before offering regulated work.

WEEK 1 | UNDERSTAND THE NEED
[ ] Talk with potential customers and record their words.
[ ] Define the problem, offer, and first test.

[ ] List costs, constraints, and unanswered setup questions.

WEEK 2 | MAKE THE ESSENTIALS USABLE
[ 1 Prepare the brand, monitored contact details, and one clear page.
[ ] Test the inquiry path on a phone and a keyboard.

[ ] Prepare a written scope, scheduling process, and lead tracker.

WEEK 3 | TEST WITH A SMALL AUDIENCE
[ 1 Run one manageable outreach or referral experiment.
[ 1 Deliver within the agreed scope and capacity.

[ 1 Record time, costs, customer feedback, and follow-up.

WEEK 4 | REVIEW AND IMPROVE
[ 1 Compare results with the plan and scorecard.
[ 1 Fix one recurring problem and document the new process.

[ 1 Choose the next test; increase commitments only with evidence.
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@ OPERATION: ALIGNED / BUILD A BUSINESS 101

FROM THE WORKBOOK TO THE WORK

KEEP GOING

A useful plan changes when the evidence changes. Keep your notes,
review your promises, and choose the next action you can follow through
on.

YOUR RESOURCES
Return to the example business plan
Complete the business questionnaire

Review the 30-day checklist

TOOLS TO KEEP THE WORK MOVING

Weekly Command Center: run your weekly scorecard, plans and routines in

one place.

Arcane University: model the numbers before you buy or expand a
business.

EXPLORE THE GROVE
Book page and current download
Browse all books

Visit the Workshop

Follow Letters from the Grove by email or RSS

Share the book page through your preferred social app using the share menu on the
website.

Contents benjaminfoskey.com

44


https://benjaminfoskey.com/books/
https://weekly-command-center.vodruteq.chatgpt.site/
https://arcane-university.vodruteq.chatgpt.site/
https://benjaminfoskey.com/books/build-a-business-101/
https://benjaminfoskey.com/books/
https://benjaminfoskey.com/workshop/
https://benjaminfoskey.com/follow/

@ OPERATION: ALIGNED / BUILD A BUSINESS 101

Have Courage. Be Kind.
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