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History

When did the co-op start?  

Who were its founders?  

Why did they come together? 

What experience did they have?

Intro & Background



Mission, Vision, Values        Refer to Mission, Vision, Values Worksheet

What is this group's vision of the future?  

What mission has it undertaken to get us there?  

What values do they hold that guide this process?

Legal Structure   Refer to Legal and Tax Structures

What is the legal structure of the business (Co-op Corporation?  LLC?  Other?)  

Who are the members?  



Are they employees, vendors, or customers of the co-op, or some combination?

Location 

Where is the business located?  

What was important about your decision to locate there?  !close to customers, close to workers, has a lot 
of foot traffic?)



Products & Services

Products and Services

What products and/or services does the co-op offer? 

Pricing and Gross Margin   Refer to Cost of Goods Worksheet 

What price are you planning on charging for your services?  

What was the logic behind that price?  

How much does it cost you to create that product or service?  

What is the gross margin on each unit?  



Market Analysis 

Industry Characteristics 

What is the industry you are working in?  

Does it typically pay low wages or high wages?  

Are there many small businesses in this industry, or a few large ones?  

Who are the typical owners of businesses in this industry?  

How are changes in technology changing your industry?  



Is your industry seasonal, or is the work steady all year?  

Is it very sensitive to changes in the economy, or is it something people always buy, no matter how much 
extra money they have?  

Are there any recent changes to regulations, laws, or government programs/subsidies that are helping out 
this industry right now !or holding it back"? If so, what is the likelihood that those will continue?  

Is there a local or national trade association that represents your industry?  

What do they say about the future of this industry - do they expect it to get bigger, or smaller?  



What do they say is a typical profit margin in this industry?

Target Customer  Refer to Market Research: Customers

Describe your ideal customer for your product or service.  

Is your customer a person, or another business?  

If a person: How old is this person?  Where do they live?  Do they live in the suburbs, the city, or a rural 
area?  Do they have kids?  Grandkids?  Do they have a lot of money to spend, or just a little?  What kinds 
of things are important to them?  

If a business: what kinds of customers are they trying to sell to !see the questions above"?  What is impor-
tant to your business customers?



Trade Area 

What is your intended trade area?  Is a specific neighborhood, city, state, or region?

Market Size 

How many potential customers exist in that trade area for products or services like yours?  

How much money do you think they spend on businesses in your industry?  

What is your estimate of the total amount of money people in your trade area spend on products/services 
like yours?

Competitors  Refer to Market Research: Competitors 

Who are your main competitors for these customers?  



How long have they been in business?  

Is their business larger or smaller than yours?  

What is their reputation - are they professional, honest, affordable?  What do people say about them?

Competitve Advantage  Refer to Basis of Competition Worksheet 

What factors have you identified that will differentiate your business from your competitors?

Market Share 

What percentage of the total market !above" do you think you could capture, ideally?  



What percentage do you think you can capture in each of the next three years?  

What will be your income if you can capture that much of the market?



How our customers make purchasing decisions  
     Refer to Marketing Plan: Where the customers look

Where do our potential customers go when planning to purchase a product or service like ours?  Do they 
follow advice from friends & family?  Look at online resources like Yelp or Angie's List?  Do they make a 
decision when looking at a shelf full of products in a retail store?  Do they consult newspaper ads?  Radio 
commercials?  Or just do a Google search?

How we will reach them   Refer to Marketing Plan for Co-op Academy

What are the methods you have chosen to get your message out to potential customers?  

What will be your top 3-5 marketing campaigns to reach these customers?  

Measuring our reach 

How will you know which campaigns were effective at bringing in new customers?  

Marketing & Sales Plan



At every point of contact !phone, email, webforms", describe the procedure for finding out how the 
prospective customer heard about your business.

Our message   Refer to Our Message 

What is the message your business needs to get to these potential customers to win their business?  

How will you effectively communicate your competitive advantage to your customers in a way that is 
memorable, convincing, and actionable?

The marketing calendar & budget 
 Refer to Marketing Strategy worksheet, Marketing Plan worksheet

Using worksheets like the ones outlined in "Marketing Without Advertising", map out your main marketing 
campaigns with deadlines and budget items.  Then create a master plan with budget and timeline for the 
year.
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Steps in the sales process/funnel
 Refer to Sales Flow Chart, Sales Funnel

Once you have the name of a prospect, what are the steps you will take to turn that person into a 
customer?  

What percentage of prospects do you expect to turn into customers?  

How many prospects will you need to generate through marketing activities, in order to create enough 
sales to meet your goal?  

How will you measure these numbers?



Sample Sales Funnel

# ____________
Number of prospects

Prospects

Expressed interest

Had first meeting

Needs assessed

Made proposal

Objections addressed

Sale closed

Customers

# ____________

% ____________
Percent of prospects that agreed to initial meetings

Prospects are generated by marketing activities.  A prospect is any person that you can identify by name, who 
is likely to want your product or service.  Every time you collect a group of names, such as a sign up list at a 
fair or festival, a group of people  that signed up for your email newsletter in a given month, or a cohort of 
people who called as a result of a listing you placed in a local newspaper, you can track that group through 
the sales process to find out how many eventually become customers.  This will help you focus your marketing 
efforts to generate prospects that lead to a good quantity of sales.

# ____________

% ____________
Percent of initial meetings that agreed to needs assessment

# ____________

% ____________
Percent of needs assessments that get proposals

# ____________

% ____________
Percent of proposals that enter negotiations

# ____________

% ____________
Percent of negotiators that sign contracts

Call or visit for 
first meeting

Write up needs 
assessment

Deliver proposal

Negotiate/address 
objections

Sign contract

% ____________
Overall percentage of prospects that became customers



Customer Service  

What steps will you take to ensure that new customers become repeat customers, and that all customers 
give enthusiastic referrals to others for your service?  



Organization & Administration  
Governance  Refer to 28 Questions, insurance quotes decision making charts 

Who are the members of the cooperative?  

Who are the board members, and how are they elected?  

Will there be any committees?  

Will any precautions be taken to protect board members from individual liability, or any measures taken to 
protect the co-op from misconduct by the board members?  !for example, directors' insurance, bonding"  

In general, who will empowered to make which kinds of decisions?



Management 

What will be the management structure of the co-op?  

Will there be a general manager or CEO?  

Will there be department managers?  

Will there be a collective management structure?  

Organizational Chart 

Create an organizational chart that shows the members, the board, the employees, any managers and 
committees.  Describe who is empowered to elect, hire, or appoint people into other roles.  



Organizational Chart



Administration 

Describe the administrative support that the co-op will need and who will provide it, whether a hired 
administrator, an outside sponsor, or the management collective.  

Financial Systems

Describe what kinds of financial systems will be needed to operate the co-op, including bookkeeping, 
taxes, time sheets, inventory procedures, invoicing and receivables, bills and payables.

Licensing 

Describe what kinds of licenses will be required to operate the co-op, both at the individual and business 
level.  



Operations & Production
Space & Storage  

What kinds of physical space will be required to run the business, and where will they be located?  
Include space for offices, warehouses or other storage, cold storage, etc.

Tools & Equipment     Refer to Fixed Assets worksheet

What kinds of tools and equipment will be required to run the business?  When will these need to be 
replaced or updated?  Include machinery, computers, software, vehicles, etc.

Quality Control

What are the standards of quality will the co-op aspire to?  

Who will be responsible for ensuring these standards are met?  

How will the standards be measured?  



Materials & Vendors

What are the materials that are required to run the business on a day-to-day basis?  

Are any of them difficult to get?  

Who do you purchase most of these things from?  

Are those businesses secure and not likely to go out of business any time soon?  Are there other busi-
nesses you could get what you need from in case they do?  

Are prices likely to go up dramatically any time soon !for example, fuel spikes, crop failures"?



Subcontractors and Professionals

Does your business subcontract with other businesses or sole proprietors for any needed services !for 
example, electrical/plumbing, accounting, marketing, legal, cleaning, delivery"?  

How are your relationships with these business partners?  

How replacable are they if these relationships soured?  

How are you doing to maintain these relationships?

Distribution

How does the business physically delivery its product or service?  



Do you need to deliver items physically?  electronically?  (This question is mostly relevant for product-
based businesses.)  

What are the challenges involved in delivering the product or service?  

What can go wrong?  

What are you doing to make sure it doesn't?



Personnel
Talent Mix 

What kinds of roles are required for the co-op to function?  

Who are the people that will be filling those roles, and what are their qualifications?  

Are there any areas where the co-op needs expertise that it does not already have?  

What do you intend to do about that? !for example, contract out certain functions, train existing employ-
ees to do them, or hire someone new that has the right qualifications"

Evaluations 

Briefly describe the procedure for evaluations.  How often are workers and managers evaluated, and by 
whom?



Education & Training 

Will there be a program in place for training new workers, and improving the skills of existing workers?

Briefly describe the nature of this training and what it will cost.  Include any time for professional develop-
ment, attending conferences & workshops, taking classes or earning certifications.

Compensation

Briefly describe the wages/salaries and benefits that workers will earn through the co-op.  (Include pay 
range, paid time off for lunches, breaks, vacations, and holidays, any health benefits or other compensa-
tion.)  

How does this compensation package compare to other employers in your industry? 



Risks & Contingencies
Critical Risks

What are the things that could go wrong for your business, for your customers, or for your industry?  
Think of worst case scenarios in terms of accidents, breakdown of equipment, changes in laws or 
regulations,economic recession, etc.  

How will the co-op respond in case these things happen?  

In what ways is the co-op vulnerable, and what plans can you make to protect the business and the 
members?

Exit Strategy 

If the co-op needed to close down this year, what would happen?  



Would you sell the business to someone else?  Would you sell off the assets?  

Who would you owe money to, and would you be able to pay them back? 



Future Plans
Potential for new products 

Are you thinking about offering new products or services to your existing customer base?  What would 
those be?  

What would you need to do to get ready to offer them?

Potential for new customer base 

Are you thinking about expanding your customer base to new people who have not been part of your 
target market before?  

Who are these new customer groups, and what do you need to do to get ready for them?



Financial Statements


