Chapter9 Laying the foundatlon Writing the business
plan ;

You have already avoided the pitfalls of many newibess owners — failing to conduct
market research and identify the programs want to offer based on your market research
datayeu're-going-te-efferaceordinglyCongratulations! Now you need to avoid one otiiall that
many people fall into: jumping into business withaglearly developed, detaildsuisiness plan. The
savvy nuns at the Catholigcollege where | used to work liked to sd¥lan the work and work the
plan”-

Like-marketresearch,peofteopleavoid creating business and financial plans becdidse
market research, these necessary business astmb#'s foreign to them.Fledgling business
owners, inspired by their vision, wantFaey'd-ratheget on with the process of starting a busipess
but when they move too quickly, they often makalfatistakes. Harold, for example, hired an
administrative assistant and lease@DP square feet of office space. He wanted to waitk court-
referred clients but he also hoped to see selfrexfandividuals so he took out $500 a month of
splashynewspaper advertising. He worked hard, but by titeaf the year, he still only had 20 clients.
He was losing almost $1500 per montfareld-was-a-nice-guy,—but-you-don'twant-to-be lik
him.Because he lacked a business plan, Harold’s wiiisg to work hard and his skills as a therapist
were irrelevant to the success of his business.

Some people do their reseatalt resist making critical business decisions bagedhat their
research tells themmd-stillden't planfrom-t.Nicole, a social worker was more disciplined than
Harold, but she didn’t bite the bullet. She dulyffwonducted her market research and learned, gmon
other things, that Marion County to the north wast gtarting a Drug Court. She met with
coupldhreeof the probation officers in the process of dameg market research, and they encouraged
her to visit their court review sessions. She weoteorough business plan including financial
projections that told her she ought to open a m&aah Marion, the county seat\lthough Nicole
clearly understood the ramifications of her maresearch, she decided against opening an office in
Marion because it meant a 60-mile roundtrip driveHer each day. She reasoned that she might as

well spend the time working closer to home thammmhlqhwav o) she chose to work |n the counties
that were closer to h hough o

She ignored her research aietided to do what was easier instead by raed:ltnecq:ommutée#eweel
herfears-insteadTo this dayher practice remains underdevelogleethas-a-fledagpractice

In contrast to Nicole, whslewed-herfears-antbok the easier-and shorter'—patpath you
want to pursue the path that may be more diffibuttin the long run will promise you more return.

WRITING THE BUSINESS PLAN

The first step in building a business is writingusiness plan. So, it’s time to roll up your
sleeves, sharpen your pencil, and get to work.sBore people, this part of the process will be
interesting anadhallenging. But for many of us, writing a busisigdan can be a little intimidating
because we have to make ourselves articulate gsplectir proposed business that we probably
haven't given much thought fer—Fermest-t-ispainful Remember what you tellour clients: no




| pain no gain. While writing your business plan may require ddittxtra effort on your parBut|
have created a tool to help make this processiakepa as possibleThe Short-and-Snappy, It'll-
Make-You-Happy Business Plan It is concise and practical, and once you'reajgiou'll love it.
The Short-and-Snappy, It'll-Make-You-Happy-Busis&danprovideswitt-give-you-seme
otherkey elements for success:
Credibility — People have confidence in those wlkamp Your completed business plan can be
used to present your services to potential refawalces; loan officers (you will need a
business plan if you decide you need a loan); anat gartner (if you have one) if she or he is

skeptical about your venture.

Directionand-focus—You can use your business plan to felelis you what you're going to
do and what you’r@ot doing to doas you develop your busine#syou don’t know where
you're going, you are likely to arrive at an undabie location.
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Reality-orientatiofir-ocus—The business plan guides yirelps-you-gdrom the general to

the specific—many of us are mildly fuzzheaded therapists, and the plareesshows us
how to be practical and pragmatic asdo get down to earth.

| The Short-and-Snappy, It'll-Make-You-Happy BusinessPlan

This business plan has figequentiapartsthat move from the general to the specififision,
Mission, Objectives, Strategiemnd Action StepsEach-of these-elemenmovesirom-general to
Thevision is the big picture—your dream, combined with wynat learned in your marketing
research. The good news is that yaerecompleted most of this stepaiineady-done-this{loek-back
to Chapter 5 Yoult can simply reviewyour vision statemenmodify it make-seme-medificationb
you wish, ande-transfer it totheyour business plan.
Themission statementdefines your overriding purpose, listing in genéeaims the services
you want to offer, your client base, and perhaparamary of your philosophy of treatment.
| Your objectiveseeneretizenakeyour mission statemerbncrete and detailed~or example,
if your mission statement states that you will pdevtreatment for court-referred offenders
with the goal of helping them to avoid recidivisypur objectives might indicate that you will
provide substance abuse services to forty adolespen year who have been arrested as
Minors in Possession in West River County.
Strategiesinclude general approaches to achieving your ot For example, one of
your basic strategies might be to interact withrtparsonnel on a weekly basis—either in
person, by phone, or with reports.
| Actions stepsare the specific and concrete activitieat you will usé-which-you-engagto
meet your objectives. All the detail that you'v@lpably wanted to include in the previous
parts needs to be spelled out here. You can sellides for yourselfAN EXAMPLE OR
TWO OF ACTIVITY CATAGORIZATION IS NEEDED HEREcategorize activities, and
make a calendar for the next several years.

Step 1: Your vision
| The vision isaword-_picture of what you want your business to look kel to do — it’s your
dream. It's an overview in one or two sentencas iticludes specific information about your



services, clients, location, and employees progettieee years into the future. Be passionate, be
excited, andoldly state what yodream of andlesperately want to do. Particularly when you are
first writing,— allow yourself to just say whatever it is you wémsay Don't succumb to editing
until you have written an entire draft of your wisi If you begin editing too soon your enthusiasm
and dream will shrivel before they take shape enpéne.

The box below shows two examples of vision statésen

Counseling and Support Services, located in letfaylndiana, provides educational and
experiential treatment utilizing play, art, and nwherapy for those who have suffered loss through
divorce or death of a partner or other significasgrson and are experiencing life-transition struggy
Counseling and Support Services is staffed by ulikéirhe therapist and one part-time receptionist-

bookkeeper.

New Life Inc. is a treatment facility known ft& commitment to exceptional, intensive
outpatient substance abuse treatment for adoles@amd adults in an environment that celebrates
diversity, individuality, and accountability. Newé.Inc. has offices in Tacoma and Federal Way,
Washington, and employs three therapists and twepionists.

Take a look at what you wrote in chapter 5. Ywewelearnedmucha lot since then, and your
thinking ismore attuned to the realities of the business tatdishing an agencsiearenew. Taking
into account what you have learned from your maskeveys and how to stake your territory, use the
space below to rewrite your vision. It doesn’'t édidw be “final draft”

perfect, but it does need to be written dovido not omit this step!m

Step 2: Your mission statement

Twenty or thirty years ago, very few businessesrhasion statements. Today, almost every
businessvil-have-ithas astatement of purposed-witl-rakeitthat it makegeadily available to
clients and customers. A mission statement dematestthat you do, in fact, have an overriding
purpose. It demonstrates that you have thoughitatmur purpose and spent the time necessary to
craft a statement that is clear and reads wellstMien, thegreatesimost effectivemissiors
statements are brief — and also memorable.

Writing a mission statement has both an interndlexiernal purpose. Internalijswriting the
mission statemerforces you to ruminate about what you want to di lzmw you want to do iti-The
completed mission statement provigieesyouawith asense of direction both now and later. Six
months from now, let’s suppose that a new theragistoaches you about joinirggmeste-you,
wanting-tejeiyour agency. She’s interested in working withatah. You look back at your
mission statement and ask, “Does that fit intoptla@ | have for this agency?” Perhaps it does, and
you welcome a new partner. Perhaps it doesn’tu &y you would be willing to have this person use




office space but do not feel his/her goals coinewtth your mission.Either way.the mission
statement has given you a foundation for makingl#wsion ExternallyMhichever the mission

statement also glves other people, such as prmbail’mrers a sense ofwhat your agency dom

Writing your mission statement

The key to writing a strong mission statemenhigto describe your purpose in the present
tense prin-etherwerdsas though it's already happening. Mission stateémeften start with “To”
which helps focus on actipas the examples below demonstrate

To teach women who use substances excessiveldeéostand the nature and consequences$ of
their use and to achieve sobriety and create awawof life.
To help men let go of constricting and destructnade socialization by replacing it with a new
openness to other people and their own feelingsutiin experiential individual and group
counseling.

To reduce recidivism and restore criminals to hiealives by teaching them accountability,
empathy, and respect through psychoeducationalgg@umd cognitive re-orientation.

Here’s some space to write your missiddon’t not do this! o

Step 3: Objectives

The vision and mission statements portray the iy but omit the specifidetais of what
you want your business to achieve. Objectivesitheineasurable outcomea,term you probably
remembemeasurable-cutecomd@®m writing treatment plans. For example, “Thiemt will appear
daily for breath testand will attend fiveAA meeting -efAA;-and two counseling sessions per week
for the next four months.” Notice that the clisriteatment objective contains timeframes as a®ll
achievable and quantifiable results.

In the same wayeuryour business objectives will outlirchievable, quantifiable goals
resultsthat you expect your practice to meethin specified timeframesTo focus on objectives, ask
yourself these questions:

What parameters will | usefmwwould- know that my businessasis successful?

What would | want my business to look like in thysars so that | felt satisfied that I'd made

the RIGHTbestdecisionsn planning and establishing my age®cy

Whatfeatures of my businesgould people noticebeut-my-business-se-theihat would

encourage them tmake referrals to my agency?




Objectives often include markersr measurable parameters, that let you knowufa@
meeting your objectivesWhen | travel to Beaver Island by way of Chaoleyfor example] know
that Cadillac is exactly half-way. If | want totch the 4:30 ferry, I'd better be out of Cadillac b

| 2:30. Here are some markers you might wamtd@:ceconsider as you develop your objectives

Your projections of the number of clients attendyogr agency on a particular date
The percentage increase in clients each year
The reduction in recidivism rates within your clidqase over a specific time period
| The amount of revenue from client payments for services\d payments from other
therapists for office space
| Theresults ofpercentageof goalsachievepre- and post-tests scores for cliemts! client
satisfaction surveys.
Here are some sample objectives

To establish a referral network with B®istrict Court in Poole County from which the aggn
receives 100 clients per year in three years

To create a base of 60 new self-referred angeranpament clients per year in three years
through yellow pages advertising, community prest#ms, and referrals from other therapists

To create an agency staffed by an agency admatost a part-time accountant, and four part
time therapists within three years

To generate revenues of $140,000 every year Wwitlering expenses of $60,000, resulting in a
yearly personal income of $80,000 (after three gedroperation).

Set your own objectives for your agency here.
1.

2.

3.

Step 4: Strategies
Your strategies spell out the tactics you'll taieathievethe-geals-stated-in-yourmissienplan

your objectivesYou'll need to develop strategiesfor thesethreekey areas:

1. Obtaining and keeping clients—Who are theylamd will you reel them in?

2. Establishing productivieling-himtherrelationships with probation officers and other itou
stafWHO WILL THE THERACOP DEAL WITH TO ANY EXTENT BESIES THE PROBATION
OFFICERS?2-Who are they? What do they want from a seryizevider? What will set you apart?

3. Providingeffectivetreatmenthat's-effectivefor the population you are serving.




Here are some sample strategies

| will meet with at least one probation officer paonth telling him/her about my
programs and the progress of his/her clients.

| will attend a workshop at least once every thm@nths and report on what | learned
either in a staff meeting or in a memo to the ptarastaff.

| will send attendance reports once a week andatee progress reports so the courtg
and referral agencies perceive that | am accourgablrunning my programs and know

my clients.

Use the lines below to draft at least three stiategou will use to meet your objectives.

Step 5: Action Steps
Action time. This is the last and most specific step of the-fitep business plar¥our

strategies drive your actionshce-again-making-the-generalmoere-specifibey tell you what you

need to do to accomplish your objectivé he examples below show precise action steps thakiw

lead to the accompllshment of specified qnals

| call the Chamber of Commeread askaskingto give a short presentatidga-that will
explainmyhow my adolescent treatment programs succeed vatleess fail.

| registerattendfor the National Drug Court Institute fall TreatnmtefArovider Training.
| incorporate the Relationship History, an excellprogram developed by EMERGE Irc
in Boston into my Domestic Violence Treatment Program. Afteobeng familiar with
this prograni, |1 explain how it works to my probation officers.

| call aBill S., aprobation officerat the 7' District Court, to tell himther about
particular clientsand explainrg why | am pleased or concerned about them.

| BuyuseQuickBooksnd-startingusing-programrse-eao track the success of various

programs.

Even though you are still creating the first daffiyour Short and Snappy Business Plan,
you've done enough work to let you outline seveilon steps. Use the lines below to sketch aut th
action steps you could take to execute at leasofwour objectives.

1.

2.




PUTTING IT ALL TOGETHER

Let’s see how these five elements of the Short&rmbpv Business Plan fit togeti&s,

medVe'll useSylviaas an example.
Svlwa worked for an agency for four years aftennefm her master’s degree with a dual emphasis in
adolescent and occupational psychology. Threes\egw, she opened her own agency,
Metamorphosis—She’sheen-inpracticefoa-coupleyears Metamorphosis concentrates on treating a
range of adolescent-related problems: depressiDrB learning disorders, divorcing parents,
anorexia, and addictions. Although Sylvia’s ageisciinancially solvent, she feels professionallyain
rut and-butshe’sfrustrated-amwgants to see her business grmwnclude adult clientsThere is little
opportunity for expanding her practice to includeupational psychology, even on a part-time basis.
However, after completing court marketing surveysdll the district, circuit, and family courts Wwih

a 50-mile radius of her office, Sylvia is confidenat she will be able to expand her agency taiael

at least one-third court-referred clients. Her8ydvia’'s first draft of hewision statement

Metamorphosis, located in Alameda, Californiagaffdiagnostic services and treatment
programs for two distinct groups of clients: 1) Idnén 10-18 years of age diagnosed with learning
disorders, particularly those associated with ADldBd autism spectrum disorders, and 2) adults
referred by the courts for alcohol and drug addios and business-related crimes such as
embezzlement, fraud, and larceny. Metamorphosmsogs one full-time therapist, one part-time
therapist, and one part-time receptionist.

Sylvia’'s mission statementreflects the dual nature of the practice she plarmiild:

To guide adults who use alcohol and other substwadédictively to understand the nature and
consequences of their use and to achieve sobrgetyfaist step in creating a sober, rewarding,
and accountable life.

To foster an awareness of the human results oevdaliar crime among adults convicted of
embezzlement and other fraudulent business aesyiith the long-term goal of establishing
accountability for their actions.
To increase the probability of successful acadeanit social interactions of teens of average
to above-average intelligence who have been diagghosth learning disabilities

The third step in the Short and Snappy Business €4dlls forobjectivesthat are achievable,
guantifiable, and can be met within a specifiedefrmme. Sylvia’s business plan uses a three-year
timeframe. Hepobjectivesare succinct and straightforward and are closety td her vision and




mission statements. Because the private pradgteeo$ Metamorphosis is fairly well established,
Sylvia's objectives focus on maintaining her praasafor teenagers while building her court-referred
clientele. Note how Sylvia's objectives lead tattqgies, and her strategies lead to actions.

to establish court-referred clients as one-thirdtué caseload (approximately 60 clients per
year) at Metamorphosis

to generate $90,000 in billable hours

to achieve a recidivism rate of less than 20% aasured one year after graduation with

court-ordered clients

to achieve and sustain positive outcomes for tegthatients as measured by appropriate

pre- and post-testing

BELOW INBOX2
The final two elements of Sylvia's Short and SnaBpginess Plarstrategiesandaction steps

are presented below with heljectivesto show how objectives, strategies, and actiopssiall work
together to help Sylvia reposition Metamorphosiamsgency with both private and court-referred
clients.

Obijective Oneto establish court-referred clients as one-thirdloé caseload
(approximately 60 clients per year) at Metamorpkosi
Strategy: Position company location tarimre geographically central to both
clientele and probation officers
Action: Find location that is winhdefined territory within three months
Action: Publicize pending move to probation offe@nd other therapists
Action: Open relocated practice within six months
Action: Give open house to publicize businessroftes and growth
Strategy: Establish relationships witbBition Officers for District Court
Action: Invite Probation Officets see the facility and its accessibility
Action Attend training at least two times/year to stagrent and share
the latest findings with probationiodirs

Objective Twoito generate $90,000 in billable hours
Strategy: Secure contracts with at least tugdridt Courts as Drug Court treatment
provider
Action: Develop portfolexplaining suggested programs and my qualificatipns
to serve asid@pCourt treatment provider
Action: Meet with Probation Offics at least six times per year
Strategy: Continue to marketlasioent services and programs at schools and
pediatrician$fices and with other therapists
Action: Write monthly neveger article about “Living with ADD”




Objective Threeto achieve a recidivism rate of less than 20% aasured one year
after graduation with court-ordered clients
Strategy: Develop plan to meagast and present levels of recidivism

Action: Conduct literature review on researchthméology

Action: Select method and present plan to cstaff to gain their
cooperation

Action: Present Human Subjects material to tdiemd enlist their
participation including signing apprmte forms

Action: Implement plan

Action: Conduct, compile and present researatotot staff.

Objective Fourto achieve and sustain positive outcomes for tegshatients as measured
by appropriate pre- and post-testing
Strategy:
Action:
Action:

For additional information about writing a busiagdan, see the United States Small Business
Administration website at www.sbaonline.sba.gowisTuseful site offers detailed suggestions for
writing a business plan, marketing for the sma#iibass owner, securing a loan, applicable business
laws, and a wealth of relevant information for sineall business owner. You can check the location
of offices in your region by clicking on the mampided on the website. Local offices frequently
offer low- or no-cost seminars; some training iaikble online.

If you have completed this chapter with thorougisn@nd deliberation, you have vastly
increased your chances of success. If, on the bHwl, you create and market your business with
hasty and impulsive decisions, your future mayb®so bright. Do it right. You're worth it.

Chapter Nine
Laying the foundation: writing the business plan

You have already avoided the pitfalls of many newsibess owners—failing to conduct market
research and identify the programs you want tordfésed on your market research data. Congratngti
Now you need to avoid one other pitfall that maeple fall into: jumping into business without aanlly
developed, detailed business plan. As the saumg at the Catholic college where | used to wdddito
say, “Plan the work and work the plan.”

People avoid creating business and financial platause, like market research, these necessary
business activities are foreign to them. Fledgloginess owners, inspired by their vision, wangebon
with the process of starting a business. But whey move too quickly, they often make fatal missk
Harold, for example, hired an administrative assistand leased 2,000 square feet of office spdde.
wanted to work with court-referred clients but h&oahoped to see self-referred individuals, sodudk ut
$500 a month of newspaper advertising. He worked,Haut by the end of the year he still had only 20
clients. He was losing almost $1,500 per montlecaBise he lacked a business plan, Harold’s wilésgn
to work hard and his skills as a therapist werenttugh to make his business succeed.



Some people do their research but resist makingcalribusiness decisions based on what their
research tells them. Nicole, a social worker, wawge disciplined than Harold, but she didn’t bite t
bullet. She dutifully conducted her market reskamed learned, among other things, that Marion Gotmn
the north was just starting a drug court. Shewikt three of the probation officers in the processloing
her market research, and they encouraged her itothsr court review sessions. She wrote a thohoug
business plan including financial projections tizdd her she ought to open a practice in Marioa,dbunty
seat.

Although Nicole clearly understood the ramificaBoaf her market research, she decided against
opening an office in Marion because it meant ami@-round-trip drive for her each day. She reasbn
that she might as well spend the time working aleashome than on the highway, so she chose to work
the counties that were closer to her. Nicole’s shgs there but she didn't stretch herself to meeBhe
ignored her research and decided to do what wasreastead by rejecting the commute. To this dweey,
practice remains underdeveloped.

In contrast to Nicole, who took the easier—and shib+path, you want to pursue the path that may
be more difficult but in the long run will promig@u more return.

Writing the business plan

Now you can put all that you've learned about yelirand your business in a plan that will help you
make good decisions. So, it's time to roll up ysl@eves, sharpen your pencil, and get to work.

For some people, writing a business plan will Heresting and challenging. But for many of uss thi
part of the process can be a little intimidatingdaese we have to make ourselves articulate aspeois
proposed business that we probably haven’t givechnllought to. Remember what you tell your clients
no pain, no gain. While writing your business plaay require a little extra effort on your parthdve
created a tool to help make this process as paialepossibleThe Short-and-Snappy, It'll-Make-You-
Happy Business Planlt is concise and practical, and once you're dgoe'll love it.

The Short-and-Snappy, It'll-Make-You-Happy-Busin®an provides key elements for success:

Direction—You can use your business plan toyiell what you're going to do and what youiret
doing to do as you develop your business. If yoo'tdaow where you're going, you are likely to aeiat
an undesirable location.

Focus—The business plan guides you from the gémerthe specific. Many of us are mildly
fuzzy-headed therapists, and the plan shows usdde practical and pragmatic and get down to earth

Credibility—People have confidence in those wkanp Your completed business plan can be used
to present your services to potential referral sesir loan officers (you will need a business playou
decide you need a loan); and your partner (if yavetone) if she or he is skeptical about your wentu

The Short-and-Snappy, It'll-Make-You-Happy BusinessPlan

This business plan has five sequential parts thatenfrom the general to the specific: Vision,
Mission, Objectives, Strategies, and Action Stepe vision is the big picture—your dream, combined
with what you learned in your marketing resear¢he good news is that you completed most of tiep 8t
chapter 5. You can simply review your vision staeat, modify it if you wish, and transfer it to you
business plan.

Themission statementdefines your overriding purpose, listing in gend¢eains the services you want
to offer, your client base, and perhaps a summbayguar philosophy of treatment.

Your objectives make your mission statement concrete and detaifeat. example, if your mission
statement states that you will provide treatment@urt-referred offenders with the goal of helpthgm to



avoid recidivism, your objectives might indicateathyou will provide substance abuse services to 40
adolescents per year who have been arrested assMimnBossession in West River County.

Strategiesinclude general approaches to achieving your olbgst For example, one of your basic
strategies might be to interact with court persbomea weekly basis—either in person, by phoneyith
reports.

Actions stepsare the specific and concrete activities that yduuse to meet your objectives. All the
detail that you've probably wanted to include ie firevious sections needs to be spelled out héwe.can
set deadlines for yourself. Action steps may idelunarketing activities such as taking a probatifficer
to lunch or meeting with another therapist in yoffice. Action steps could also involve programmin
activities (such as writing a curriculum for a npregram for teenaged DWIS) or operations (suchirasgh
an accountant or increasing your office managevig$from half-time to full-time).

Step 1: Your vision

The vision is a word picture of what you want ydusiness to look like and to do—it’s your dream.
It's an overview in one or two sentences that ideki specific information about your services, ¢éen
location, and employees projected three yearstimduture. When you create your vision, be masse,
be excited, and boldly state what you dream of degperately want to do. Particularly when youfmst
writing, allow yourself to just say whatever ityisu want to say. Don’t succumb to editing untibijloave
written an entire draft of your vision. If you bagditing too soon your enthusiasm and dream shiflvel
before they take shape on the page.

The box below shows two examples of vision statéme

Counseling and Support Services, located in Lafayldiana, provides educational and experidntia
treatment utilizing play, art, and music therapy tltose who have suffered loss through divorcéne
death of a partner or other significt person and are experiencing lifiensition struggles. Counseling a
Support Services is staffed by one-time therapist and one part-time receptionist-dadper.

New Life Inc. is a treatment facility known fta commitment to exceptional, intensive outpatient
substance abuse treatment for adolescents andsaidudtn environment that celebrates divers
individuality, and accountability. New Life Inc.affices in Tacoma and Federal Way, Washingtod,
employs three fi-time therapists, two part-time therapists, anagfmanager, and two receptionists.

Take a look at what you wrote in chapter 5. Youehkarned a lot since then, and your thinking is
more attuned to the realities of the business t@béishing an agency. Taking into account what kaue
learned from your market surveys and how to staker yerritory, use the space below to rewrite your
vision. It doesn’t have to be “final draft” pertebut it does need to be written down.




Do not omit this step!m

Step 2: Your mission statement

Twenty or 30 years ago, very few businesses hadionistatements. Today, almost every business
has a statement of purpose that it makes readdyladole to clients and customers. A mission statgm
demonstrates that you do, in fact, have an ovegigurpose. It demonstrates that you have thoaigbuit
your purpose and spent the time necessary to &isttitement that is clear and reads well. Mosinpthe
most effective mission statements are brief—anal mlesmorable.

Writing a mission statement has both an interna an external purpose. Internally, writing the
mission statement forces you to ruminate about wbat want to do and how you want to do it. The
completed mission statement provides you with &eserf direction both now and later. Six monthsrfro
now, let’'s suppose that a new therapist approaghasabout joining your agency. She’s interested in
working with children. You look back at your migsistatement and ask, “Does that fit into the plaave
for this agency?” Perhaps it does, and you welcamew partner. Perhaps it doesn’t. You say youlav
be willing to have this person use office spacedmunot feel her goals coincide with your missidither
way, the mission statement has given you a foundatioméking the decision.

Externally, the mission statement gives other peoglch as probation officers, an understanding of
what your agency does.

Writing your mission statement

The key to writing a strong mission statement isléscribe your purpose in the present tense, or as
though it's already happening. Mission statemeften start with “To,” which helps focus on acti@s the
examples below demonstrate.

To teach women who use substances excessivelg¢ostand the nature and consequences
of their use and to achieve sobriety and createwa way of life.

To help men let go of constricting and destructiséierns of behavior caused by male
socialization and replace them with a new opent@sgher people and their own feelings
through experiential individual and group counsglin

To reduce recidivism and restore criminals to hiaalives by teaching them
accountability, empathy, and respect through psgdicational groups and cognitive re-orientation.

Here’s some space to write your mission statement.

Don’t omit this step! [~
Step 3: Objectives



The vision and mission statements portray the lmgupe but omit the specific details of what you
want your business to achieve. Objectives inclondasurable outcomea, term you probably remember
from writing treatment plans. For example, “THert will appear daily for breath tests and witteand
five AA meetings and two counseling sessions pezkwier the next four months.”

Notice that the client’s treatment objective comsaiimeframes as well as achievable and quant#iabl
results.

In the same way, your business objectives willinathchievable, quantifiable goals that you expect
your practice to meet within specified timeframd® focus on objectives, ask yourself these questio

What parameters will | use to know that my bussis successful?

What would | want my business to look like ing@ryears so that | felt satisfied that I'd made the
best decisions in planning and establishing my eg#n

What features of my business would people ndhieé would encourage them to make referrals to
my agency?

Objectives often include markers, or measurablarpaters, that let you know if you are meeting your
objectives. When | travel to Beaver Island by vedyCharlevoix, for example, | know that Cadillac is
exactly half-way. If | want to catch the 4:30 fert’d better be out of Cadillac by 2:30. Here ame
markers you might want to consider as you devetnp pbjectives:

Your projections of the number of clients attewgdyour agency on a particular date

The percentage increase in clients each year

The reduction in recidivism rates within yourecit base over a specific time period

The amount of revenue from client payments fovises and payments from other therapists for
office space

The results of pre- and post-test scores fontdiand client satisfaction surveys

Here are some sample objectives:

To establish a referral network with the"8Bistrict Court in Poole County from which the
agency receives 100 clients per year within thiesry.

To create a base of 60 new self-referred amg@nagement clients per year within three years
through Internet and yellow pages advertising, camity presentations, and referrals from other
therapists.

To create an agency staffed by an agency admatost a part-time accountant, and four
part-time therapists within three years.

To generate revenues of $140,000 every year witilering expenses of $60,000,
resulting in a yearly personal income of $80,00figjathree years of operation).

Set your objectives for your agency here.




Step 4: Strategies
Your strategies spell out the tactics you'll takedachieve your objectives. You'll need to develop
strategies for these three key areas:

1. Obtaining and keeping clients—Who are theylamd will you reel them in?

2. Establishing productive relationships with gabbn officers and other court staff, such as decagrt
judges, attorneys, court administrators, and sagest \What do they want from a service provid&v/hat
will set you apart?

3. Providing effective treatment for the populatiomu are serving.

Here are some sample strategies:

| will meet with at least one probation officer paonth to tell him or her about my programs and
the progress of his or her clients.

| will attend a workshop at least once every thmeanths and report on what | learned either at a
court staff meeting or in a memo to the probastaff.

| will send attendance reports once a week andatas@ progress reports every two weeks so thg
courts and other referral agencies perceive thain accountable in running my programs and thatdwn
my clients.

D

Use the lines below to draft at least one strateggach of your objectives. Objectives frequently
have two or three, but one will get you startedniow.
1.

2.

3.

Step 5: Action Steps

Action time. This is the last and most specifigpsof the five-step Short-and-Snappy, It'll-Maket¥o
Happy-Business Plan. Your strategies drive yotioas. They tell you what you need to do to acclshp
your objectives. The examples below show preais®erma steps that would lead to the accomplishmént o
specified goals:



| call the Chamber of Commerce and ask to giveoatgdresentation that will explain how my
adolescent treatment programs succeed where othibrs
| attend the National Drug Court Institute fall Btenent Provider Training.
| incorporate the Relationship History, an excellprogram developed by EMERGE Inc in
Boston, into my Batterer Intervention Program. eAttecoming familiar with this program, | explain
its effectiveness to probation officers.
| call Bill S., a probation officer at the #District Court, to tell him about particular cli¢s and
explain why | am pleased or concerned about them.
| use QuickBooks to track the success of varioagnams.

Even though you are still creating the first difiyour Short-and-Snappy Business Plan, you'veedon
enough work to let you outline several action steps

Use the lines below to sketch out the action stepscould take to execute at least two of your
strategies.
1.

2.

3.

4.

5.

Putting it all together

Let's see how these five elements of the Short&mappy, It'll-Make-You-Happy-Business Plan fit
together. We’ll use Sylvia as an example. Syiv@ked for an agency for four years after earnieg h
master’s degree with a dual emphasis in adolesamettoccupational psychology. Three years ago, she
opened her own agency, Metamorphosis. Metamorplumsicentrates on treating a range of adolescent-
related problems: depression, ADHD, learning disosddivorcing parents, anorexia, and addictions.

Although Sylvia’s agency is financially solvent.esfeels professionally in a rut and wants to see he
business grow to include adult clients. Thereitte lopportunity for expanding her practice to luae
occupational psychology, even on a part-time baldiswever, after completing court marketing survieys
all the district, circuit, and family courts withan 50-mile radius of her office, Sylvia is confide¢hat she
will be able to expand her agency to include astl@me-third court-referred clients. Here is Sylifirst
draft of hervision statement

Metamorphosis, located in Alameda, California, ffdiagnostic services and treatment programs
for two distinct groups of clients: 1) children-18 years of age diagnosed with learning disorders,
particularly those associated with ADHD and autispectrum disorders, and 2) adults referred by the
courts for alcohol and drug addictions and businedated crimes such as embezzlement, fraud, and
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larceny. Metamorphosis employs one full-time thesta one part-time therapist, and one part-time
receptionist.

Sylvia’s mission statementreflects the dual nature of the practice she plarmiild:

To guide adults who use alcohol and other substadéictively to understand the nature and
consequences of their use, and to help them achlestenence as a first step in creating a sober,
rewarding, and accountable life.

To increase awareness among adults convicted oéertéiment and other fraudulent business
activities of the human cost of white-collar crinaéth the long-term goal of establishing accounlifbi
for their actions.

To increase the probability of successful acadeanit social interactions of teens of average to
above-average intelligence who have been diagna#®dADD, ADHD, nonverbal learning disorders,
and pervasive developmental disorders, particyl&$perger's Syndrome.

The third step in the Short-and-Snappy Busines$ RHls for objectives that are achievable,
guantifiable, and can be met within a specifiedeframe. Sylvia’'s business plan uses a three-year
timeframe. Heobjectivesare succinct and straightforward and are closely to her vision and mission
statements. Because the private practice side etamorphosis is fairly well established, Sylvia's
objectives focus on maintaining her programs fenégers while building her court-referred clienteidote
how Sylvia’s objectives lead to strategies, anddteategies lead to actions.

To establish court-referred clients as one-thirdha# caseload (approximately 60 clients per
year) at Metamorphosis.

To generate $90,000 in billable hours.

To achieve a recidivism rate of less than 20% aasmed one year after graduation with court-

ordered clients.

To achieve positive social and academic outcomesessured by pre- and post-intervention
testing and reporting scales from teachers, parestsl clients for teenaged clients diagnosed with
ADD, ADHD, nonverbal learning disorders, and pelivasdevelopmental disorders, particularly
Asperger’s Syndrome.

The final two elements of Sylvia’s Short-and-SnaBusiness Plarstrategiesand action steps,are
listed with herobjectivesto show how objectives, strategies, and actiopssteill work together to help
Sylvia reposition Metamorphosis as an agency watth Iprivate and court-referred clients.

Objective Oneto establish court-referred clients as one-thirdloé caseload (approximately 60
clients per year) at Metamorphosis
StrategyPosition company location to be more geograplyicantral to both clientele and
probation officers
Action Find location that is within defined territoryittvn three months
Action: Publicize pending move to probation officers atiger therapists
Action: Open relocated practice within six months




Action: Give open house to publicize business offerangs growth
StrategyEstablish relationships with probation officeos #istrict court
Action Invite probation officers to see the facilitydais accessibility
Action Attend training at least two times/year to stagrent and share the latest findings

with probation officers

Objective Two to generate $90,000 in billable hours
StrategySecure contracts with at least two district coas drug court treatment provider

Action Develop portfolio explaining suggested progrand my qualifications to serve as
drug court treatment provider
Action Meet with probation officers at least six tinggs year
Strategy Continue to market adolescent services and progjiat schools, pediatricians’ offices,
and with other therapists
Action Meet with at least one counselor from all midskkdool and high school guidance
offices within a 15-mile radius to discuss my adoént services and programs, particularly those

involving learning and developmental disabilities
Action Send tri-fold marketing brochure to all pediaans and family practice physicians

within a 15-mile radius
Action Continue to market adolescent services and progjrparticularly those involving
learning disabilities and/or PDDs, to therapidentified through the agency marketing survey as

potential sources of referrals

Objective Threeto achieve a recidivism rate of less than 20% aasured one year after

graduation with court-ordered clients
StrategyDevelop plan to measure past and present leveécmlivism
Action Conduct literature review on research methodplog
Action Select method and present plan to court stajaio their cooperation
Action Present Human Subjects material to clients afidteheir participation including

signing appropriate forms
Action Implement plan
Action Conduct, compile and present research to ctafft s

Objective FourTo achieve positive social and academic outcomesessured by pre- and post-
intervention testing and reporting scales fromacteers, parents, and clients for teenaged clients
diagnosed with ADD, ADHD, nonverbal learning disers, and PDDs
StrategyRefine and increase knowledge of learning ansgsive developmental disorders
Action Attend at least one American Psychology Assammatt approved continuing
education course each year
Strategylncrease client success through parental sugpaoireducation
Action Develop and facilitate parent workshops on eifecchild advocacy in working with
school personnel and achieving relevant Indivieal Education Plans
Action Develop library of print and electronic educaabresources for clients’ parents and

families
Action Develop a pilot group social skills program f&-15 year-old PDD clients




For additional information about writing a busiseglan, see the United States Small Business
Administration website at www.sbaonline.sba.gowisTuseful site offers detailed suggestions fotingia
business plan, marketing for the small businesseowsecuring a loan, applicable business laws, and
wealth of relevant information for the small busa®wner. You can check the location of offiaegaur
region by clicking on the map provided on the websiLocal offices frequently offer low- or no-cost
seminars; some training is available online.

If you have completed this chapter with thorougtsne@nd deliberation, you have vastly increased your
chances of success. If, on the other hand, yoater@nd market your business with hasty and imilsi
decisions, your future may not be so bright. Dagiht. You're worth it.

BEGIN SIDE BAR
Other Mandated Clients

In this book, | have focused on court-referredntBe but there are other sources of mandated slient
State Departments of Health and Human Services megyire that family members attend parenting
counseling and substance abuse treatment. Schefels students for therapy because of disruptive
behavior. Employers direct hostile workers to rattanger management treatment programs and demand
that employees who fail drug tests participaterugdreatment.

These other mandated clients can be gratifying eokwwith and provide an additional source of
income. | have not addressed these clients sitmgpdpuse each source has its own set of expectatiahs
procedures. If you wish to learn more about thgay can follow the strategies outlined in chapter 7
“Market Research: Getting to Know Your Neighbors.”

END SIDE BAR



