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AAA Business Plan Training – Member manual 

 

Step-by-step approach for efficient project planning, financial forecasting, and realistic 
writing up of a business idea for growing SME agrifood companies 

 
 
Introduction 
 
The Business plan (or Investment plan) consists of three sections: Detailed planning of the investment project, 
Forecasting the financials of the investment project, and Writing the narrative of the investment project. The AAA 
approach is that before one letter is put on paper in the Narrative plan, see Section C, the AAA member being 
the Company owner him-/herself must first be able to explain in detail what the business idea is about. To 
achieve this the company owner is supported in detailed planning of each and every step of the investment, and 
on how to place each activity in a time frame. This is done throughstep 1: the Work plan format, see Section A. 
 
Once this plan is done and redone until complete, the AAA company owner is supported in forecasting the 
financials of the business idea. A start is already made by adding figures in the cells of the Work plan. Financials 
will be completed by following at least steps 2, 3 and 4 of Section B. In doing so, the AAA member is forced to 
put a price tag on the wish list of his/her investment. It will show the AAA company owner the projected 
difference between revenues (income) and total costs of the investment; support him/her in costing of hardware, 
and project cash flows per year (or quarter). From there the AAA company owner will see when flows of cash are 
negative and positive, and with that when external financing is required. Step 5: Projected balance sheets, can 
be done at a later stage. 
 
Then, with a good work plan (which has been done and redone various times to make it as efficient as possible) 
and good understanding and knowledge of cash flow requirements, the AAA company owner is in the position of 
writing a good Narrative business plan in Section C. In this Narrative plan he/she will write his business idea – 
yet now fully supported by facts and figures from Sections A and B. The Narrative plan zooms in on specific 
aspects of the planned investment, such as: the purpose, objectives and outcomes; the market, competition, 
marketing and sales; development impact; innovation; management and personnel; risks and assumptions; and 
monitoring and evaluation. 
 
Once the AAA business plan coach(es) agree with the AAA company owner on the final content of the full plan – 
sections A, B and C – and approve it, they will support the AAA member in submitting the plan to most suitable 
external financiers in the AAA network. 
 
 
 
Section A: Detailed planning of the investment project 
 
Step 1: Workplan 

 
In the workplan the company enters all the (sub)-activities it will undertake in the (proposed) future. The AAA 
coach helps the company define, both in time and per key and sub-activity, what it is that it will do, what the costs 
are of each activity and what the outcome of that activity is. We do this in a timeline: we indicate in which Quarter 
of what year this will take place. We will think in a 4 to 6-year trajectory (below only shows 2015 and 2016). See 
steps 1-4 below on how to fill out the workplan. 
 
This workplan, including the costing of (sub)activities is also the basis for the projected Profit & Loss (see 2). 
What are income streams now, in the future, and what are the costs / expenditures of running the company’s 
operation (now and in the future). 
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  1 2 2015 2016 

  
 Key Activity 

(incl key Inputs) 
Key  Project 
Outcomes Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 

1                     

1.1 
  

    
    1.2           

2 
  

    
    2.1 Etc. 

 
    

     
Companies  fill out the key activities and sub-activities. Combine these activities into logical clusters. For 
example: Production + sub activities related to this; Marketing & Sales + sub activities related to this; purchase of 
Equipment + sub activities related to this; Staff + sub staff (production staff, marketing staff, and so on); etc. 
We now define the key project outcomes. For example: activity 1.1 is acquire equipment X and Y and Z. The 
project outcome for 1.1 is then “equipment X and Y and Z acquired, including licences to import and operate”. 
 
We then focus on the time frame. We use a 4 to 6-year projection. Be realistic about the implementation of the 
activities. The key activities are clusters of activities. Going down (from key activity 1 to 2 to 3 etc.) is NOT the 
flow over time of implementing these. The time flow is generated by us in the years + Q’s (see 2015 and 2016 
but in fact we do this for 4-6 years). We need to think well when painting a cell under a Q, i.e. when indicating 
when the activity takes place: we cannot train staff on use of new equipment if that equipment is not yet 
purchased. In this case purchase of equipment comes first (e.g. 2015 Q3), then installation of equipment (Q4) 
and then training of staff (2016 Q1). Etc.  
 
Once the full work plan is created, i.e. when all key and sub activities are discussed and typed down in the sheet, 
and when for all these a cell under Q (indicating when it takes place) is marked grey, then we calculate the costs 
of that activity and we type the figure (costs) for each sub activity in that grey cell. 
 
Results of doing the above: 

 The company has thought through each and every step of the new direction 

 We have done this by putting it in a time frame (per quarter, for the coming 4-6 years) 

 We calculated what these activities are going to cost 

 We can add up per Q what total costs are in that quarter (cash requirement per Q and year) 

 When adding up all Q’s we know the total costs of the planned activities 

 And, most likely, when getting a shock of the high amount of money required, we can revisit the ‘wish list’ of 
activities, and see what can be skipped or where costs per (sub) activity can be reduced. Until the workplan 
and its costs are as feasible as possible. Revisiting and recalculating is an important step in this planning 
process. 

 
 
Section B: Forecasting the financials of the investment project 
 
Step 2: Forecasting profit & loss 

 
In the profit & loss account the company calculates their projected revenue (income) from the products (and/or 
services) that they will offer. It is based on the various products that they can already offer (existing product-
market combinations) and new products that they can offer by defining NEW products and/or NEW clients. 
 
Revenue or Income: In the spreadsheet (see example below) we will: 
1. First list all existing products (Products A, B, C, D etc.) and calculate based on Volume (how many of these 

will the company sell) x Unit price (at what price can they sell) what the income stream per Year is per 
service / products 

2. Second we list all the new products, and do the same. 
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Once finalized, it will show the total income. 

 Cost of sales: We then calculate direct Costs of Sales. These are the direct costs of generating this income. 
Think of direct sales team, diesel and costs of vehicles of the sales team, or diesel and other costs of 
tractors/harvesters, and so on. 

 Expenditure: Here we calculate all other (non-direct) costs of the operation. These are overheads or costs 
that are not directly related to production/sales of the products. So we need to map all the costs of the 
company and split accordingly. From all staff salaries, buildings, rent, etc. etc.  

See table below on how to register this (again for minimum 4 years, here only two years projected). 
 

Revenue 
Units 2015 2016 

       

Product A        

Volume        

Unit price        

Product B        

Volume        

Unit price     

Etc. for all products (existing and new)     

Total Sales        

Cost of Sales        

Direct costs for products above:        

Sales staff        

Vehicles, petrol     

Etc.     

Cost of Sales        

Gross Profit        

Expenditure - Overhead        

Expenditure - please break down        

Operating expenses         

Administration expenses         

Salaries     

Rent        

Maintenance     

Etc.     

Total Expenses        

EBITDA        

Net Profit / Loss before tax        

Interest, Tax and Depreciation        

Interest expense        

Tax expense        

Depreciation        

         

 
A rough calculation is that Revenue (income) must be able to carry the costs from Cost of sales + Expenditure. 
Only then the company is healthy and sustainable. In case of growth (reason of the business plan) the gap 
between the Revenue and the Cost of sales + Expenditures needs to be carried by external financing, such as 
debt financing (loan), equity (selling shares), grant, or a combination of these.  
 
The gap is to be minimized, through improved and smarter Revenues, by cutting Costs (both Cost of sales + 
Expenditures), and by making required investments as lean and effective as possible. The total Income, minus 
the total Cost of sales, minus the total Expenses, gives us the net profit / loss before taxes - which is the so-
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called EBITDA (Earnings Before Interest, Taxes, Depreciation, Amortization). After deducting the interest, taxes 
and depreciation, it will give us the net Profit / Loss per year. 
 
Step 3: Forecasting fixed assets 

 
The company should also make an inventory of all fixed assets at the company premises, such as buildings, 
equipment, motor vehicles, office furniture, computers and other appliances.In doing so, we register what there is 
(current available fixed assets) and what needs to be invested in in the future (based on offering the new 
products). These can vary from new machinery to simple upgrades of existing equipment to enable the company 
to offer these new products - to new and existing clients. 
 
We use the table below to register these new fixed assets. We work with realistic (rather high) depreciation rates.  
 

LAND & BUILDINGS 
Depreci

ation 
rate 

  2015 2016 

  
 

  

Cost:        

Opening balance        

Additions        

Depreciation @ 3%      

Closing balance        

PLANT & MACHINERY        

Cost:        

Opening balance        

Additions        

Depreciation @ 15%      

Closing balance        

MOTOR VEHICLES        

Cost:        

Opening balance        

Additions        

Depreciation @ 25%      

Closing balance        

OFFICE FURNITURE & EQUIPMENT        

Cost:        

Opening balance        

Additions        

Depreciation @ 15%      

Closing balance        

COMPUTERS & OFFICE APPLIANCES        

Cost:        

Opening balance        

Additions        

Depreciation @ 33%      

Closing balance        

MOVEMENT IN TOTAL FIXED ASSETS        

Cost:        

Opening balance        

Additions        

Depreciation         

Closing balance - total fixed assets        
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Once we have gathered this information from the company we have a good picture of: 

 The direction the company wants to go (Work Plan) 

 The financials related to this Work plan, i.e. the Revenues it will give the company versus the costs of getting 
there. 

 
With this we can now work on Phase 2 of the financials: projected Cash flows and Balance sheet per year. 

 
Step 4: Forecasting cash flow 

 
In the next step the company makes a realistic Cash flow projection. This will show us, for the coming 4 years, 

where the company stands in terms of its money flow (at a moment in time: what comes in and what goes out), 

and how much of financial injections are required at moments in time to actually make it happen; to be able to 

survive the overall business growth process.  

The net cash flow is calculated based on the cash flow from operating activities, the cash flow from investing 
activities and the cash flow from financing.  
 

CASH FLOW FROM OPERATING ACTIVITIES   
2015 2016 

    

EBITDA       

Tax expense       

Interest expense       

Operating Cash Flow       

CASH FLOW FROM INVESTING ACTIVITIES       

Movement in Total Fixed Assets       

Cash flow - Investment       

Cash Flow before Finance       

CASH FLOW FROM FINANCING       

Loan - draw down       

Loan - repayment       

Applicant's cash investment       

Net annual movement on bank loan       

Partner company(ies) investment       

3rd party equity investment       

3rd party commercial debt       

Total net cash flow from finance       

NET CASH FLOW        

 
The company may require these injections during certain quarters, because products offered by the company 
can be season-related (e.g. costs occurring after harvest and before planting). These injections will also (most 
certainly) be needed in the start-up years of the new Business plan, due to relatively high investment costs in 
new products, while having relatively low income from sales of these products since production still has to start 
and/or marketing still has to take off. 

In the result of cash flow from operating activities, we will deduct the tax and interest costs from the net profit / 
loss brought forward. These are real expenses, based on real cash. Depreciation and amortization costs are not 
cash expenses; therefore these are not included in calculating the cash flow. The Movement in fixed assets data 
is forwarded from the fixed assets sheet (see 3), by forwarding totals of all Additions. This is usually where the 
company owner gets a major shock. So far, income minus costs of sales minus expenses resulted in relatively 
good figures. Now that costs of the hardware (fixed assets) come in, figures suddenly drop to big minuses – 
especially in years 1 and 2 of the business plan. 
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As shown in the table, Cash flow from operating activities is an inflow (comes from the P&L) whereas the Cash 
flow from investing (i.e. the Additions from the fixed assets table) is an outflow. In other words, the company 
deducts the cash flow from investing activities from the cash flow from operating activities – which gives us the 
Cash flow before financing.  
 
This Cash flow before financing shows how much cash injection is needed, per year (or per quarter) to survive 
and stay out of negative overall cash flow figures. This translates into the company’s annual investment goals: 
its’ Cash flow from financing. This Cash flow from financing may consist of (a combination of) multiple sources of 
finance. It may include a company’s own cash investment in the project, or external sources of financing: a bank 
loan, partner companies’ investment, equity investment, or a grant.  
 
Adding the Cash flow before finance and the Cash flow from financing will result in an Annual net cash flow.  The 
goal is to have positive Net cash, based on as much as possible Operating cash flow (efficiency) and determine 
what is required from own cash investment and/or external sources. No matter what, the Net cash flow should be 
positive and not negative for the company not to run in cash trouble. 
 
 
Step 5: Forecasting the balance sheet 

 
The Balance sheet presents the total assets, equity and liabilities. These are calculated by adding the non-
current assets, the current assets, capital and reserves, non-current liabilities and current liabilities. Current 
assets are quickly convertible (within 1 year) to cash equivalent, whereas non-current is fixed assets that take 
longer to liquidate (to convert into cash). Non-current assets are basically the fixed assets that were calculated in 
the Fixed assets sheet. Current assets - quickly convertible into liquidity – are for example inventories, 
receivables, prepayments, cash and cash equivalents.  
 
Equities and Liabilities relates to the capital and reserves. Capital means the money that has been injected in 
form of share capital (cash/assets invested) and Reserves are the accumulated Profits (or Losses). Non-current 
liabilities are, for example, a loan (long-term liabilities, longer than 1 year), while the Current liabilities are short-
term accrued debts to creditors (to be paid within max 1 year) such as rent, salaries, and taxes. 
 
 In projecting the Balance sheets for the 4-6 years ahead, we must ensure that the balance sheet is ‘in balance’. 
This means that the Totals assets are equal to the Total equity & liability. 
 

NON CURRENT ASSETS   
2015 2016 

    

Fixed Assets       

Other non-current assets - specify       

Total non current assets       

CURRENT ASSETS       

Please list       

Total Current Assets       

TOTAL ASSETS       

TOTAL ASSETS       

EQUITIES & LIABILITIES       

Capital (cash, assets)       

Please list        

CAPITAL AND RESERVES       

Accumulated Profit / Loss (Reserves)       

Cash Invested in the Project (Capital)       

Please list       

Total capital and reserves:       
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NON CURRENT LIABILITIES       

Loan(s)       

Please list       

Total Non Current Liabilities       

CURRENT LIABILITIES       

Short-term debt(s)       

Please list        

Total Current Liabilities       

TOTAL EQUITY & LIABILITIES       

TOTAL EQUITY AND LIABLITIES       

To balance       

 
 
 
Section C: Writing the narrative of the investment project 
 
Step 6: Define and write-up of key components 

 
The following components will be elaborated on in detail, yet to the point, in the Narrative of the Business plan: 
 
1. Company information: Company details, Contact details 
2. Project information: Project details short, Funding details short 
3. Executive summary: Summarize BP in 1000 words 
4. Proposed business idea: Project purpose and objectives, Inputs/resources, activities, outcomes 
5. Innovation: New to company, sector or country  
6. Market and competition: Define market, Customers, Competition issues, Comparative advantage 
7. Marketing and sales: Positioning, Pricing policy, Promotion, Channels to reach end user Sales 
8. Direct and indirect development impact: Who benefits and by how much, Jobs created in the company, 

Direct beneficiaries, e.g. farmers, Net benefits, per year, over 4 years, Impact ratio 
9. Wider development impact – changes to the market system: Laws and regulations, Sources of information, 

Physical infrastructure, Other factors, Competition and replication (crowd-in or crowd-out) 
10. Monitoring and evaluation: Report on financial and physical progress, KPI’s to judge progress + how 

measure per year 
11. Ownership structure, history, operations: Business details, Company registration, Shareholders, History of 

business, Operations (capacity, efficiency, plans) 
12. Management and personnel: Brief CVs of principle people involved, Track record of company 
13. Past financial performance: Balance sheet past 3 years 
14. Projected financial statements (4-6 yrs): P&L, Balance sheet, Cash flow, Description of how project will be 

financed 
15. Additionality: What difference does funding from X make 
16. Environmental issues: Evidence of a positive environmental impact, If concerns: how mitigate, Is an EIA 

necessary 
17. Risks and assumptions: Describe, and how mitigate or reduce impact, How important is each impact (l, m, 

h), Probability of risk occurring (l, m, h) 
18. Other information: Influence on you business by other actors, Other issues 
 
 
AAA accredited Business plan coaches at the start of 2015 are: Hans Nijhoff, Elijah Kangara (UG), Ngila Kimoto 
(KE) and Floor Peters (TZ). 
 
January 2015 
 
Hans Nijhoff 
AAA Project Director 


