
Introduction 

Water association for protection and preservation the water in southern Serbia is donatory, 

governmental, non-partisan, nonprofit, expert association established indefinitely like to 

achieve the goals in the field of supply and distribution of drinking water, channeling 

treatment of waste water, ecology, protection of the enviorment  and natural sources in 

southern Serbia. This association is formed to follow implementation of legislation on the 

territory of its activities but also to be active in making decisions boath at local and regional 

levels guided by EU regulations (with special emphasis on the directive of the European 

Parliament and of the Council 2000/60/EC framework for Community action in the field of 

water policy and the Protocol on Health and Water-MP.WAT /2000/1,EUR/IPC/EHCO 

020205/8fin). Their long term goals achieves by jointly applying for EU funds and funds RS for 

building the nessesary infrastructure that will make their long therm goals achievable.   

The purpose of bussines plan is to show the ability of associations in positioning as leader in 

protection of enviorment and water saving on  territory of southern Serbia. Also we would like 

to highlight that the activites that association will take in next three-year period will give the 

clear picture of association goals. 

Name of association  Water association for protection and 

preservation the water in southern Serbia 

Date of foundation  06.09.2015 

Adresse Nis, Nis-Medijana, Knjeginje Ljubice 1/1 

Legal form  Association 

Size  Small 

Identification number 28177151 

PIB  109045973 

Industry  94.12-acctivities of professional 

organizations  

 

1. The role and importance of the association 

The association is formed for representation the common interests of the association 

members, capacity building, knowledge interaction, ideas and informations, new 

technological solutions, easy acces to the financial sources (including national and 

international), creation and development of common projects. 



Association goals are: engagement of public utilities (area of water supply, channeling, waste 

water treatment and common industry), highereducation institutions, non-government 

organizations, company and other interested professional public with the intention of joint 

activities which will lead to development of water protection,  natural sources and 

environment  in the southern Serbia. 

International connection with common organizations will provide participation in projects of 

great importance which will make general objectives of association and community 

achievable. 

1.1 Historical role of associations for the advancement of the proffesion: 

The reasons that lead people and institutions  to join in different kinds of  organizations have 

huge variability. It is mostly about general interests which affect on forming the organization 

and confrontation with challenges that need to be overcomed. 

Professional associations are non-profit organizations that seek to advance certain profession, 

define interests of individuals that are in that profession and public interest. This would 

include professional associations in fileds such as medicine and health, engineering, 

architecture, law. 

The roles of professional associations have the variability of definision such as: 

Organization that represents the interests of professionals and firms from certain industry 

which with its activity remains its privileged and powerful position as control body. 

Water association for protection and preservation the water of southern Serbia is professional 

organization which gathers public enterprises and individuals which are dealing with the 

problem of water supply, protection and preservation of water and its position is based on 

activites which are in accordance with the association goals. 

Many professional bodies are involved in development and monitoring of professional 

educational programs, and the updating of skills, and thus perform professional certification 

to indicate that the person possesses qualifications in the subject area. Sometimes 

membership in a professional body is synonymous with certification. 

1.2 Description of the association  

Water association, as a kind of professional association, have been  formed in different parts, 

all around the world by and for certain individuals or professionals to raise awareness; avocate 

and influence policy; pioneer innovation and develop best practices; facilitate knowledge 

sharing expertise exchange; and support development of professional capacity.  

One of the earliest founding’s of a water association took place on March 29,1881 in St. Louis, 

Missouri, USA, when twenty-two (22) years old men representing water utilities in the States 

of Ilinois, Indiana, Iova, Kansas, Kentucky, and Tennessee founded the American Water Work 



Association (AWWA). At that time they adopted a constitution that stated the purpose of 

association as being “for the exchange of information pertaining to the management of water 

works, for the mutual advancement of consumers and water companies, and for the purpose 

of securing economy and uniformity in the operations of water work”.  

“The purpose for which association is formed is to promote the public health, safety and 

welfare trough the improvement of the quality and quantity of water delivered to the public 

and development and furtherance of understanding of the problems relating thereto by: 

1. Advancing the knowledge of design, construction and operation of water treatment 

plants, the management of water utilities, and developing standards for procedures, 

equipment and materials used by public water system supply sistmes. 

2. Education the public on problems of water supply and promoting a spirit of 

cooperation between consumers and suppliers in solving these problems. 

3. Advancing the knowledge of the problem involved in development of resources, 

production and distribution of safe and adequate water supplies. 

4. Conducting research to determine the causes of problems providing a safe and 

adecvate water supply, and proposing solutions thereto in an effort to improve the 

quality and quantity of the water supply provided to the public. 

The history of essentially national associations such as AWWA and DWA, like the history of 

many water associations around the world, since that time, has been the history of people 

who have committed themselves to achieving the purposes set fort well over a century ago, 

and now more simply stated as creating a better world trough better water. Such associations 

are formed and thrive because people have reasons to work together, to keep-up-to-date 

their professions , to cooperate with their peers and to achieve something that they could not 

on their own. 

1.3 Importance of Water Association to Water sector 

By bringing water sector professionals from various institutions, companies and expertise 

together, water associations becomes: 

1. The representative voice of the water sector within their geographic area of activity  

2. A credible  source of knowledge and information to the society at large 

3. A platform for sharing knowledge and expertise amongst the participating members  

It is important, in light of the positive impact that a water association can have in the provision 

of essential services to the public, such as water supply and wastewater management, that it 

challenges itself on defining the broadest possible, sustainable programs and activities that 

support the three key roles stated above. Water associations deserve considerable credit for 

advancing the science management of providing quality services for water supply, wastewater 

treatment, water resources development and water conservation.  

2. Introduction of the Business  Plan  



This manual has been prepared as a practical guide in developing the structure and elements 

of a five-year business plan that is particularly focused on the specific uniqueness of a 

professional associations in the water sector. 

So far, as a very young association it has established excellent relationship with stakeholders 

and social environment. Because of that, business planning is the most important part that 

will enable platform for the future work of association. 

Foundation cause of this Association is to animate professional and general public about needs 

of carrying out legislation in area of water supply, channeling and treatment of wastewater, 

ecology and environment.  

From it’s foundation day 06.09.2015. tends to make it’s work available to wider auditorium 

and initiate numerous questions in department of it’s operation.  

The purpose of this business plan is to demonstrate the ability of the Association to fulfill its 

goals, and to indicate future actions. 

As an association that brings together all relevant actors of society involved in water supply 

and water treatment on the territory of southern Serbia through a variety of sectors that have 

been established in the Association an action plan is developed for the activities planned in 

the next five-year period which is an integral part of the business plan. 

The activities to be implemented are: 

1) Annual Conference and Trade Fair (every June) 

2) Trainings for energy efficiency within the center that will be established in the 

association, and aimed at professionals in the public companies engaged in water 

supply on the territory of Serbia. 

3) Bilateral Conference (Bulgarian-Serbian), which will be held once a year in order to 

exchange experiences and best practices. 

4) Trainings for "Water safety planning" in the center that will be established in the 

association, and aimed at professionals in the public companies engaged in water 

supply in Serbia 

5) Management, organizational structure and staff plan and strategy for the future 

structure of the Association 

All planned activities will encourage: 

 professional public reaction 

 social activism, 

 awareness on the need to protect and preserve water in Serbia and the region, 

 strengthening the capacity of the Association, 

 increasing the visibility of the Association. 



Activities listed predict participation primarily of experts, which will, through conference, 

trainings, bilateral conference and etc. be able to provide answers to many questions related 

to the problem. This will create an interactive relationship with the wider community. We 

expect that as a result the community will start to solve the identified problems. Raising 

awareness about the need for protection and conservation of water is the main goal of these 

activities. 

In addition to the social interests the planned activities will result in strengthening the 

capacity of the Association, which will, through the involvement of its members strengthen 

cohesion, but also expand the number of members. Finally, it will increase the visibility of 

the Association, which will become one of the leaders in the water sector not only in Serbia 

but also in the region. 

2.1 Business Planning 

The term planning means one of the elementary functions of management. By planning it is 

identified in which direction business should go, why to go in that direction, how to identify 

the particular direction, how to reach the particular goal, whether the cooperation is necessary 

or not and how to be sure that the chosen direction is right or not.  

Planning represents  a phase of management process where decisions are made about the 

objectives, policies, plans, strategies which directs the entire activity strategies, which directs 

the entire activity of the company. Planning is a dynamic process, by which the company adapts 

to internal and external changes. Company by planning, based on an analysis of the past and 

overview of the future, selects goals and ways for their achievement through the plans, 

programs, and strategies. 

The reasons for the necessity of business planning arising from the complexity of the business 

ideas, the limitation of resources at their disposal, uncertainty of  environment in which they 

exist, the meaning that these ideas have on a wide circle of interested parties, which makes 

managing their operations complex. The business plan serves as the base of managing business 

ideas. Characteristics of the business ideas that make them complex are: 

• in business process the material resources, labor and capital (inputs) are engaged,  

• As a result of the functioning of business organizations outputs are created, in this case those 

are services that the Association provides to its members. 

The Association influences the immediate environment. In modern conditions the environment 

becomes complex, dynamic and uncertain. 

The Association exists to achieve certain goals. Objectives can be seen in terms of owners, 

managers, employees, and as well as meeting broader social interests. 

Business planning will serve to stimulate the creativity and ideas of the Association, as well as 

to document the actions to be taken as an obligation to improve overall performance and 

efficiency. On the basis of the plan, rational decisions about the levels and types of programs 



and activities, in which the resources of the Association will be most effectively used and make 

decisions in the field of financial planning, will be adopted. 

The business plan is a document which aim is that the Team of the Association leads business 

planning through procedures to fully structured business plan. Access is step-by-step. 

The business plan of the Association is based on the activities that will be implemented over a 

period of 5 years. The following activities are foreseen: 

1. Annual Conference and Trade Fair (every June) 

2.  Trainings for energy efficiency within the center that will be established in the 

Association, and dedicated to the professionals in the public companies engaged in water supply 

in territory of Serbia. 

3.  Bilateral Conference (Bulgarian-Serbian), which will be held once a year in order to 

exchange experiences and best practices. 

4. Trainings for "Water safety planning" in the center that will be established in the 

Association, and dedicated to the professionals in the public companies engaged in water 

supply in territory of Serbia 

5. Management, organizational structure and staffing plan and strategy for the future 

structure of the federation in Association 

The first of these activities will be held once a year and then operators of water supply, 

economic entities whose work is based on the professional principles will be invited. 

2.2 The difference between strategic and business planning 

A complete business plan consists of two firmly connected parts: 

1. The strategic plan defines long-term enterprise and provides answers to the questions: 

• What are our vision, mission and goals? 

• What image type do we want to create about our company? 

• How much and in which direction do we grow? 

• How do we make decisions? 

2. Business Plan deals with the overall organization of the company and gives answers to the 

questions: 

• Who does what? 

• What are the daily activities? 

• Who are our suppliers? 



• What resources do we need? 

Strategic planning is used to define the vision of the Association in order to identify long-term 

goals and the primary focus of action, to identify key performance indicators, and to consider 

more generalized activities required to achieve the desired results. The strategic planning 

process provides a connection to its core priorities and set guidelines for future decisions in 

the process of business planning. 

The process of business planning deals with quantified the Strategic plan. This is a process that 

flows from the strategic planning process in which decisions are made and define the actions 

that over time fulfill the conditions set out of the strategic plan. A business plan is an essential 

element in achieving the general objectives of the association. 

2.3 Why should an Association do business planning 

There are numerous reasons why an Association for the protection and conservation of water 

of south Serbia should consider the preparation of a business plan. Based on the Strategic plan 

for the succeeding perennial period it is necessary through concretization strategic objectives 

to define courses of action through the development of a Business plan. Comparing the current 

situation and future operations may represent a gap that through planning document can only 

be overcame. 

- The Business Plan provides an integrated view of the Association and its activities. Business 

planning will enable obtaining an integrated overview of the activities that will affect the design 

of strategic goals. 

- Awareness of the possibility of changing the model of thinking and acting stakeholders 

2 Some other reasons that should be considered are following: 

- The Business Plan provides an integrated view of the Association and its activities. For 

example, it helps to identify goals and defines the conditions under which these goals are 

achieved. 

- A Business Plan defines financial requirements and defines the financial resources of the 

realization of the set goals and objectives. This Business plan will serve to determine the amount 

of funds, types and sources of funding. 

- The Business Plan provides information about the needs and clear understanding and 

evaluation of the membership. Essentially quantitative and very specific, business plan 

immediately communicate with their members. 

- Business plan inform stakeholders and potential partners. 

2.4 Who should be involved in creating a business plan? 

o Who are our members today? 



Members of the Association for the protection and conservation of water of southern Serbia 

are all public utility companies engaged in water supply on the territory of southern Serbia, 

namely: 

1. JKPD "Toplica", Kuršumlija  

2. JKP "Grdelica", Grdelica 

3. JKP "Komunalac", Ražanj 

4. JKP "Blace", Blace 

5. JKP "Vodovod", Lebane  

6. JKP "Komunalac", Dimitrovgrad  

7. JP "Usluga", Bosilegrad  

8. JP "Vodovod", Vladičin Han 

9. JP "Direkcija", Merošina 

10. JP za vodosnabdevanje Brestovac-Bojnik-Doljevac 

11. JP "Vodovod", Vranje  

12. JKP "Vodovod", Leskovac  

13. JKP "Vodovod i kanalizacija", Aleksinac 

14. JKP "Naissus", Niš  

15. JKP "Hammeum", Prokuplje  

16. JP "Vodovod", Surdulica  

17. JP "Moravica", Presevo 

18. JP "Komunalac", Trgovište 

19. JP "Vodovod", Pirot  

20. JP "Komunalac", Babušnica 

21. JKP "Komnis", Bela Palanka 

22. JKSP "Svrljig", Svrljig  

23. JKP "Doljevac", Doljevac 

24. JP Direkcija "Gadzin Han", Gadžin Han 

25. JKP "Jedinstvo", Bojnik 

 

All members of the Association their contribution influence the development and creation of 

the idea to create a sustainable system of water supply, water conservation and protection in 

Serbia. 

In addition to these members the Association is open to representatives of the university 

community, businesses, educational institutions and all those whose contribution can foster 

the achievement of the objectives of the Association. 

2.5 Duration of business plan 

Business planning as the sum of specific actions foreseen is not a one-time activity, but a 

continuous process, which along with a business plan is updated every year. The Association 



will continuously plan and implement new projects; new activities based on the dynamics of 

the sector; the needs of its members and changes in the economic environment. It is common 

practice that the business plan is based on planning for a period of 3 to 5 years. 

Planning for a period of over 5 years, is interesting to consider, but the predictability of future 

action for such a long period, certainty of projections decreases every year. 

 

                      

“IF YOU FAIL TO PLAN, YOU ARE PLANNING TO FAIL.” 

 

 

3. Business Plan 

This part of the business plan illustrates the business model to make it easier to understand it. 

It starts with the structure of the business plan, followed by a detailed description of the key 

elements and illustrations of the Excel table. 

The aim of this chapter is that readers gain knowledge and understanding: 

• to understand the structure of the Business Plan 

• to be informed about key elements of the model business plan 

• to be aware of Excel model business plan 

3.1 Structure of the Business Plan 

The Business Plan Model has been prepared to follow a well-defined outline that has been 

successfully applied in a number of water associations around the world, and conforms to many 

generally accepted business planning formats. This model has been developed so that the 

Business Plan will be understandable and useful to not only the management staff of the 

Association, but also to its Governing Body, public officials, partners, and a wide variety of 

interested stakeholders. 

Business Plan is a document that presents in detail the operational and financial aspects to the 

current business associations, as well as the idea of the project, the future concept of actions. A 

Business Plan helps us look at all the challenges that await us on the way of the realization of 

the set goals. It represents a plan of the future activities. A Business plan allows you to 

determine where you are now, which direction we want to move, and how do we get to the 

finish line in realization of an idea (project). A well-written Business plan, will always point to 

the set objectives, potential risks and possible results. Moreover, well-written and conceived 



Business Plan can be a crucial factor in making decision, as well as during the interaction with 

stakeholders. 

So the Business Plan links the vision and strategic objectives of management, with the planned 

activities that will lead to the realization of the goals with the proof of concept that the planned 

financial resources will be sufficient for implementation of defined activities. 

                                                

 

3.2 Description of Key Elements of the Business Plan Model 

Process of creating the Business plan is based on the following assumptions: 

• that the content is clearly systematized and divided 

• that the presentation of the long-term goals and the corresponding strategies are of optimum 

length 

• that the planned measures to achieve the defined targets will be listed and executed 

• that relevant political, economic, technological and legal factors are taken into consideration 

• that the presentation is focused on the reader 

• that the timeframe takes at least 3-5 years 

• that the Business plan does not include more pages than requested 

The proposed business plan model consists of the following key elements: 

• Description of the association, as well as the current condition assessment 

In order to formulate a vision and to define the future status and position that the Association 

strives to achieve in a period of the next 5 years, it is necessary to conduct an objective and 

critical assessment of where the Association is today. This analysis applies not only to the 

analysis of the environment, but primarily on the internal assessment of the state of the 

Association in respect of various issues: where the association is today, are the activities well 



led to meet the needs of its members, whether and to what extent the activities carried out 

resulted to achieve the previously set goals, whether these goals are realistic realization of the 

defined Vision and Mission. It also includes an assessment of the financial viability of the 

Association, as well as an honest assessment of their own sources of income in terms of their 

ability to ensure the independence of management in achieving its programs and activities. 

• Vision Statement 

Having arrived at a clear and objective assessment of the current condition of the Association, 

the first step in the business plan development process is to arrive at a consensus amongst the 

Governing Body of the Association (e.g. board of directors) regarding the Vision of the 

Association.  A concise and clearly stated Vision Statement is needed to move on to defining 

Mission Objectives and Strategic Goals. 

 Mission Objectives 

 The Mission should define why the Association should exist. The Mission is the basic 

framework for the business operation and development. When writing the Mission the one 

should be creative and at the same time take care to be determined by: the purpose of existence, 

the strategy of the fact actuating levers that drive employment and standards of conduct. The 

mission should lead to the achievement of the vision with awareness of strengths and 

weaknesses of the Association at the time of preparation of the business plan. 

 Strategic Goals  

Strategic Goals are the key to the business plan process.  They are linked directly to the Mission 

Objectives, which can have one or more Strategic Goals. The objectives determine tendencies 

of the Association in methods of satisfying the defined mission, desired future conditions and 

results to be achieved by planned and organized activities of the Association. Objectives 

represent the primary planning decision in the process of development of the Association. 

Objectives are subordinated to all other planning decisions and individual plans and programs. 

Objectives are the most important drivers of the overall activities of the Association and the 

means of controlling the efficiency of work. 

The important thing is that Strategic Goals are written to be specific, measurable, achievable, 

realistic and time bound. 

 Governance, Organizational Structure and Staffing Plan  

Since performance can only be achieved by people, governance, organizational structure and 

staffing are key components of a business plan.  The governance structure will define how the 

Governing Body interacts with the management.  The organizational structure details the human 

resources needed to achieve the stated Strategic Goals.  

 Communications Plan  

All Associations need a communications plan to communicate the value statement that 

underlies the organizations existence, and to keep all of its audiences and stakeholders, and 



most particularly its members, informed of the programs, activities and achievements of the 

Association. 

 Knowledge Management and Sharing Plan  

Knowledge based organizations such as a Water Association, by definition, need to have a 

knowledge sharing plan that allows the participants in the Association to interact with one 

another through different platforms and events.  These can include such things as thematic 

partnerships, capacity building support, specialty conferences, and annual congresses and 

exhibitions. 

 Project Development Programs  

Associations can fill an important role by bringing together various stakeholders and member 

categories to undertake projects that explore evolving technologies, or define new practices that 

benefit the water sector.  Such projects should not be in competition with the private sector and 

should be focused on pursuing funding sources that are targeting not-for-profit organizations, 

or are jointly funded projects in the interest of a category of members. 

 Action Plans  

Once the Strategic Goals and organizational and staffing structure have been clearly stated, the 

senior management can set about detailing the specific Action Plans that need to be undertaken 

to achieve the Strategic Goals.  These Action Plans are sufficiently detailed with clear 

implementation schedules, interim milestones and a designated responsible senior staff 

member. 

 Budget Forecast  

With the above information, the Senior Management Team is in a position to develop a 

comprehensive Five-Year Budget Forecast by developing various budget forecasts and 

revenue/funding source scenarios to address revenues, expenses and other sources of funding 

unique to its specific situation. Since the Business Plan is a very quantitative management tool, 

it is fully supported by an integrated Microsoft Excel workbook with a number of linked 

worksheets, to allow for a continuous performance monitoring tool, as well as to serve as a 

template in making annual Business Plan revisions and updates. 

3.3 Business Plan Model Spreadsheet Workbook 



 

4. Description of the Association:  Current condition assessment 

Association for the protection and conservation of waters in the south Serbia is a young 

organization that is in the first two years of existence has had some activities that are aimed at 

connecting its members with relevant stakeholders in the water sector. 

4.1 Brief history of the programs, Activities and Performance of the Association 

The first event held every year is the celebration of World Water Day on March 22, when at 

the rally organized by the Association occur numerous contacts between members, 

entrepreneurs, universities, educational institutions and relevant personalities involved in the 

protection and conservation of water. 

 Significant activity of the Association is the Presentation of the companies engaged in the 

production of equipment for water supply and waste water treatment. Linking the 

manufacturers of equipment production and the utilities is significant for reasons of the 

continuing need for recovering and upgrading equipment for water supply and waste water 

treatment. 

One of activities of the Association in the previous period was Organized visit to the 

International Trade Fair for Water in Munich, at which members of the organization were 

able to get acquainted with the latest achievements in the areas of importance for the realization 

of the objectives of the Association. 

Another, no less important activity is continuous application to competitions for the EU projects 

through which will provide sustainability and financial stability of the Association. 

4.2. Who are the members today? 

Members of the Association consists of utility companies in the areas of water supply and 

wastewater treatment in southern Serbia, but in the future experts dealing with water, companies 

that produce relevant equipment, the academic community, universities, and students will be 

added. 

Advocacy for the achievement of the objectives of the Association is an important postulate of 

operation and forming an opinion or stance on the topics that the Association deals with and 

they are crucial for decision-making. 



Association cooperates with similar organizations at home and abroad in order to send more 

messages not only to non-governmental sector, but also the institutions important for decision-

making. 

There is a great need to educate members in order to achieve the set goals. Taking this into 

consideration workshops, courses, seminars that are appropriate for the professional 

development of the water sector are planned. 

The Association provides a platform to support the innovative methods and the development of 

best practices within the Association. 

The Association uses different means to spread and share knowledge among its members, such 

as technical platforms, magazines, publications, conferences, website etc. 

The Association formed specialized groups among its members in key areas of interest that 

allow peer-to-peer knowledge sharing. 

 The Association provides a chance to engage in cooperation with other organizations, such as 

the Partnership for water, international conferences, offers to e-learning etc. 

  4.3. Career Development and Mentoring 

 The Association will actively strive to encourage future professionals to guide 

their courses of study to support their entry into the water sector 

 The Association will actively strive to engage future professionals that are 

studying in the area of engineering in the water sector. 

 The Association will have particular programs to sustain the interests of young 

water professionals once they have graduated and entered the water sector 

profession by providing and facilitating continuing education and 

professional/career mentoring 

 

4.4 Financial Performance and Sustainability Analysis  

As stated initially in the Introduction of this Business Plan, a driving objective of a business 

plan is to support the Association in the thought process that will lead it to be able to achieve 

and experience repeated sustainability for all of its desired activities, projects and programs.  In 

this case, sustainability equates directly with financial independence.  The Introduction went 

on to suggest that when an Association is dependent, in whole or in part, on donor financial 

support, of any kind, then it is not independent to freely reflect and represent the interests of its 

members.   

In preparing its current condition assessment, the Association needs to look further than simply 

at its “bottom line” to see if it operated with a positive or negative financial result, and to truly 

analyze its sources of funds, how those sources relate to activities, projects and programs, and 



how vulnerable the Association is to the predictability, or lack of predictability of those sources 

of funds.In the current situation, when the Republic of Serbia has the candidate status for the 

European Union as well as in the situation when the process of decentralized management of 

EU funds is still not fully completed, the percentage of the unpredictability of funding sources 

can be defined as exceptionally high. And although in the previous period was relatively high 

activity of bilateral international donors with the possibility to finance the Water Association, 

in the current situation their slowly withdrawing can be noticed, in accordance with the 

expectations that soon other direct or indirect funding of the European Union will be available, 

for which the Republic Serbia will be qualified in the future. 

Therefore, potential funding sources can be diversified as follows: 

Name of the funding source Internal 

funding 

source 

External 

funding 

source 

The percentage of certainty of 

funding sources (low / medium / 

high) 

Membership Revenues   High 

Conference Revenues   High 

Exhibition Revenues   High 

Workshop and Seminar 

Revenues 

  Medium 

Training Revenues   Medium 

Project Revenues   Low 

Program Revenues   Low 

 

Membership revenues from fees charged should always be a strong source for meeting the 

revenue needs of the Association.  This type of income in the cost structure affects the coverage 

of costs which are primarily related to the basic viability of the existence of Association – i.e. 

staff salaries and operational business costs. On the other hand, since the membership fee has 

not changed in the previous period, with no significant increase in the number of members of 

the Association or membership fees it cannot be expected that the income from membership 

fees in the next planning period of five years will be able to seize other than operational 

expenses and the cover the costs of the action. 

Conference Revenues are mainly composed of revenue from registration fee, and from the 

revenue of sponsorship. Potential revenues for the conference can be identified through the 

project funding source. 

Exhibition Revenues activities naturally should not only cover the costs of the exhibition 

activities, but also to cover the costs of the feasibility for the Association itself, especially if we 



take into consideration that it is no longer a young organization. Revenues from the exhibition 

activities can be generated either as a percentage of income from the exhibition tickets, or 

through the sale of exhibition space. 

Workshop and Seminar Revenues for the, as well as Training Revenues for the members of 

the Association by the rule should be sufficient to cover the basic costs for the implementation 

of this group of activities. 

Project Revenues results from grants administered by the Association. Depending on the 

conditions of donors, these revenues can be related to incomes to cover indirect costs of the 

project or "overhead" costs under the grant. In this sense, part of the revenue from the project 

except the cover of the costs for realization of the project activities can be partly used to cover 

the operational costs of the Association. 

4.3. SWOT Analysis   

SWOT (Strengths, Weaknesses, Opportunities, and Threats Analysis) represents an analysis 

that allows the operations to be completely defined within the factors that have most influence. 

It is used as a tool for the strategy development of the Association. 

Taking into consideration the strengths and weaknesses as internal factors on one hand, and the 

opportunities and threats as external factors on the other hand, they can be displayed through 

the matrix. Those factors are the key factors for successful business. 

 

 

Based on the analysis results, the strategy of the business plan is defined and out of which 

general and specific objectives are derived. 

As the organization has previously done the SWOT analysis, it represents the starting point that 

needs to be upgraded and harmonized with the current situation in the region. Every problem 

that needs to be solved later and consider in the Action Plan can be set through the analytical 



process of the SWOT analysis. To conduct a SWOT analysis, the Association should identify 

and develop realistic strengths, weaknesses, opportunities and threats of the organization. 

  

Strengths 

 Strong conference revenues 

 Good membership growth 

 Board active in fundraising 

Weaknesses 

 Week staff capability in 

funding raising  

  Low cash reserves 

  Difficult to get members to 

volunteer or participate in 

fund raising 

Opportunities 

 Membership fees have not been raised for 

quite a while 

 Combining activities with other similar 

organizations 

 Pursue grant projects that will contribute to 

staffing and operating expenses 

Threats 

 There are other water r 

related associations that see 

us as a competitor  

 Inflation is above the 

national average in our area 

 

Based on the analysis of the results achieved, we see that the organization worked on the 

exploitation of its forces, as well as to strengthen their weaknesses. On the other hand, analyzing 

the environment there are no significant changes in objective circumstances on which the 

association have no influence, but which in turn can have a strong impact on the organization. 

Therefore, the organization may boasts with raised capacity of staff in the past five years of 

fundraising, as well as an increase in revenue from the conference. On the other hand, it is 

recognized the need to strengthen capacities in the field of energy efficiency, as well as the 

possibility of mobilization of significant resources in this area. Also, it is necessary to 

strengthen the capacity of professional staff within the member associations in the planning of 

water supply, where there is no a training center for staff member within the same association. 

Thus, according to the above assessment of the situation a new improved SWOT analysis is 

developed which suits the current situation of all identified internal and external factors 

affecting the association. 

Strengths 

Significant revenues from conference 

A good membership growth 

The tradition of the business association of 

more than five years and the recognition of 

associations 

Weaknesses 

Lack of training centers within the  

association 

Low cash reserve 

Insufficiently developed capacities of 

professional staff among the members of the 



Increased capacity of staff and 

administrative board for fundraising 

Membership fees have not been increased 

for a long time, where the association with 

dues sustainable at current levels 

association in the field of energy efficiency 

Poor motivation of members to get involved 

in fundraising 

Chances 

A large number of potential funds involved 

in financing the respective industry 

associations 

The possibility of combining activities 

with other similar organizations 

Understanding stakeholders and positive 

political situation 

Threats 

There are other associations regarding water 

which consider us as a competitor 

Inflation is above the national average in our 

area 

 

The concept of SWOT analysis is simple, and although it represents a comprehensive technique 

in detecting not only the weaknesses and threats in relation to the issues of concern to the 

Association, but also the advantages and opportunities that are available to respond to these 

questions and problems. No matter what it represents it is a great brainstorming tool, its four 

parameters approach does not include all the factors that are essential in creating a business 

plan. For example, this technique will not identify the key drivers of the value of Association. 

In short, when the Association conducts SWOT analysis, it must realize that that represents 

only one phase in the process of business planning. For more complex issues, the Association 

will usually have to carry out more detailed research and analysis that could bring more accurate 

and comprehensive decision. Also, the Association must bear in mind that the SWOT analysis 

covers only issues that can definitely be considered as the strength, weakness, opportunity or 

threat. Therefore, it is difficult to pay attention to bilateral or uncertain factors, such as the factor 

that is both strength and weakness (eg Association has the perfect place seat that meets the 

needs of its members, but the rent and other services are expensive). 

On the other hand, the main advantages of implementing SWOT analysis is that there is little 

or no cost - Anyone who understands the business activities of the Association can make a 

SWOT analysis. SWOT analysis can be used when the Association does not have much time to 

respond to a complex situation. This means that the Association can take steps to improve their 

business activities without the cost of an external consultant or business advisor. Another 

advantage of the SWOT analysis is to concentrate on the most important factors affecting the 

association. 

5. Vision 

The vision should be made so that shows clearly where the association has intention to move. 

Statement of vision, in any organization is inspiring, with long-term view of the way in which 

an organization needs to move. A vision statement should include core values, basic purpose, a 

distant goal, and vividly describe what happens when the vision comes true. The aim of the 



vision is that stakeholders immediately realize and identify the primary purpose of the 

association. Statement of vision is not only stylish and fashionable phrase, but remains fixed 

for a long time and does not change with the environment or circumstances.  

Well-conceived vision consists of two major components: the basic ideology of the organization 

and imagined future state that it is pursued. The basic ideology of the organization defines what 

the Association represents and why it exists. Foreseen state is the future state that the association 

strives to achieve, to create - something that would represent a significant change / 

improvement. Thus, in accordance with the above mentioned, we can formulate a vision 

statement for the Association for the protection and conservation of water in southern Serbia: 

A recognized leader in the enhanced integrated water management in 

Serbia, through corporate responsible business sector for water supply 

and waste water in an energy efficient manner that has reached the 

standards set by EU regulations.. 

6. Mission Objectives are the bridge between the Vision Statement and the Strategic Goals that 

will be defined later for the business planning period. They communicate the areas where the 

Association will focus its resources.   

This chapter is intended to explain and help the user to understand the following:  

 What are Mission Objectives?  

 Why are Mission Objectives important?  

 Defining and Writing Mission Objectives. 

6.1. What Are Mission Objectives? 

The objectives of the Association are: the involvement of all public utility companies (in the 

area of water supply, canalization, waste water treatment and related activities), higher 

education institutions and other educational institutions, nongovernmental organizations, 

businesses and other interested professional public with the intention of joint activities and 

operation to improve the protection and preservation of water resources and the environment in 

the south of Serbia. 

In order to achieve the objectives found by the Statute, the Association, in particular: 

- collects and processes scientific and professional literature in the field of water resources, 

environmental protection and sustainable development; 

- organizing, alone or in cooperation with other organizations, professional meetings, 

conferences, seminars and other forms of training in the field of operation; 

- Publishes books and other publications on issues related to water resources and 

environmental protection, in accordance with the law; 



- organize teachers and other professional workers to work on the education of children and 

youth in the areas of water resources and the environment and for the implementation of 

activities on protection and regulation of nature; 

- organizing voluntary actions to increase awareness about the protection and conservation 

of water and other natural resources; 

- cooperates with universities, schools, professional associations and other organizations in 

the country and abroad dealing with the protection and conservation of water; 

- exchanges and improve the technical, economic, legal and administrative skills; 

- working on the implementation of innovations and technical solutions, unified standards, 

norms and technological processes, and their alignment with international standards and 

requirements. 

6.2 Why Are Mission Objectives Important? 

The defining of Mission Objectives is important, since the process provides the Governing 

Body of the Association, along with the senior management team of the association, to be able 

to reach mutual understanding and consensus on specific areas where Strategic Goals should 

be established, and around which the Action Plans should be developed.  When this process of 

reaching clear understanding and consensus does not take place. 

Mission Objectives are the bridge between the Vision Statement and the Strategic Goals that 

will be defined later for the business planning period. They communicate the areas where the 

Association will focus its resources.   

Unlike the Vision Statement, the Mission Objectives will tend to be reviewed and reconsidered 

during the business plan annual updating process.  This is not to imply that they should change 

every year, but they should adjust, if necessary, to any changes in the water sector that affects 

the association. However, those changes are still intended to ensure that the Mission Objectives 

still tie back to the association’s core values, member needs and the Vision Statement. 

6.3. Defining and Writing Mission Objectives 

In starting to define and write the Association’s Mission Objectives, it helps to initially think 

in terms of broad areas of issues and activities where the Association is or might want to be 

involved.  An association might want to start by posing questions to the Governing Body and 

the senior management staff such as:  

 What is our role in professional development and  at what levels of the water sector?  

 Should our association be a voice or leader in defining or  supporting standards, practices 

and procedures for the water sector?  

 How do we see our role when it comes to issues  of civil society and the public interest?  

 How important is it for our association to be a factor in building  awareness on water issues 

and concerns within the public agenda? 



  Should the association be engaged in public advocacy or lobbying  in any way and on what 

types of topics or issues? 

As presented in Chapter 5 of this Manual, the Association’s Vision Statement is as follows: 

The Mission Objectives that flowed from this Vision Statement, with due consideration of the 

Current Condition Assessment that the Association prepared, are the following:  

 Advocate the collective interests of professionals in the water sector in Serbia.  

 Serve as a leading resource for knowledge, professional development and networking.  

 Invest time and resources to build awareness and attract future generations to seek a 

career in the water sector.  

 Be a positive force for mutual understanding, collaboration and regional partnerships in 

the Western Balkans. 

In addition to these objectives, very important objectives are those arising from the operation 

of the Association: 

 Serve as a platform for exchange of knowledge and best practice among member experts, 

professionals and stakeholders.  

 Develop resources, facilitate training programs, and advocate for professional qualifications 

to enable member utility staff to perform their duties in a professional, reliable and cost-

effective manner.  

 Promote standards of performance for the governance, management, operation and 

maintenance of water supply and wastewater utilities.  

 Support the interests of association members, including the provision of advice and 

consultation in water supply and wastewater legislation, policies, and sector management 

and reform.  

 Develop, promote and disseminate publications and other knowledge products to meet the 

needs of members and other regional professionals.  

 Influence national policies on the provision of water supply and wastewater services and 

sustainable water resource management.  

 Promote debate on environmentally sustainable development and management of water 

resources and the community health requirements of public water supplies.   

 Advocate for improvements in sector performance, and establish benchmarks and water 

sector leading practices for the provision of water supply and wastewater services.  

 Foster the exchange of information on education, training, research, water management, 

water supply and wastewater treatment, water supply, and other matters of common interest.   

 Strengthen sector advocacy efforts towards the inclusion of the government (central and 

local) and institutions that impact water supply and wastewater issues in public policy and 

allocation of resources.   

 Build up and structure the institutional organization of the association in terms of its self-

sufficiency, intelligibility, geographic representation, governance, staff capacity and more 

important, its financial sustainability.  



 Promote partnerships between utility members and associations focused on mentoring for 

water sector development and improved utility performance.  

 Promote capacity building and performance improvement activities and services to increase 

the measured performance of utilities.  

 Leverage institutional partnerships and networks to increase visibility as the acknowledged 

leader and trusted source of sector knowledge and opinion.  

 Promote scientific knowledge, applied research and operational best practice. 

 

7. MANAGEMENT OVERVIEW OF THE BUSINESS PLAN  

This chapter presents the management overview of the Business Pan. It means to be transparent 

and objective, but not negative. 

It is important to point out: 

What are the major challenges in the implementation of the Business Plan? 

How will the Association demonstrate accountability and transparency? 

What steps need to be used to monitor, report and take corrective activities in implementing the 

business? 

7.1 The purpose of the of the Business Plan management 

This Chapter of the Business Plan provides an opportunity for the Management of the 

Association to address the major issues of concern affecting the work of the Association and 

the general nature of activities that will have to be taken in order to improve productivity and 

achieve new or greater goals. Having in mind the objectives of the Association and planned 

activities, crucial to the implementation of the Business Plan is that all human resources of the 

Association are in service of achieving goals. Also, it is necessary to ensure the financing of 

activities so that they could be realized in the best possible way. 

The management of the Business Plan will be implemented by a team that will be formed among 

the members of the Association. They will receive information on the progress of 

implementation of projects at any time. 

7.2 Major challenges Business Plan implementation 

Ability to solve some of the major challenges that will confront the Association may not be 

under the control of the Association and its senior management, and they should be clearly 

stated in this part of the Business Plan. Business planning and implementation involve risks. 

Information and decision-making. 

We should not let the current problems with operational activities dictate or prevent the goals 

of long-term business planning. Some of the usual mistakes in the implementation of a Business 

Plan are listed below. 



 

Challenges in implementing the Business Plan 

Management The senior management team ends in 

rejection of a Business Plan, deciding on 

intuitive decisions that are at odds with 

accepted business goals. The result is 

confusion in the ranks of the Association. 

Lack of communication A Business Plan is not displayed to the 

foreground staff and members of the 

Association, who work in the dark 

Losing visibility Managers are so tied to everyday activities 

and problems and lose sight of long-term 

business goals 

"Bolt-on" syndrome The Business Plan is treated as something 

separate and it is removed from the 

Association’s daily management of business 

activities  

Business as usual After preparing a Business Plan, the senior 

management team just continues to operate 

as before 

Wrong table with results Senior management measure what is easy, 

not what is important. 

Be-All and End-All The senior management team sees the 

document of business planning as end 

product, confusing terminology and 

language. 

People do not understand what you want 

because it is not clearly stated in the 

Business Plan 

If the business plan is seen as a “book of 

games" which the coaches of sports teams 

developed on paper in order to fix the 

conditions they will face in the game and the 

goals to be achieved, then the Business Plan 

is used every day of the fiscal year. 

 

 

7.3 Monitoring, reporting, corrective actions 

Once the Business Plan is adopted by the Management Board of the Association, it will have 

to be monitored and updated from time to time. These measures are necessary for the successful 

implementation of the Business Plan and for making it a living document. Therefore, the 



Management Board anticipates those measures and determines the relevant procedures in the 

Business Plan document. 

7.3.1 Monitoring 

Monitoring of the Business Plan requires the monitoring of progress in achieving each of 

stated strategic goals, measuring their status at certain intervals. The senior management team 

must determine the method of monitoring of the Business Plan, to include: 

• functional areas to be monitored 

• Performance Indicators that apply to each of the functional areas 

• The frequency of monitoring / measuring the results of performance indicators 

• People who are determined to be responsible for monitoring tasks 

• Schedule of meetings to discuss the progress of implementation of the business plan, 

based on monitoring. 

To keep a Business plan alive, it must be monitored. 

The Association will monitor the implementation of the Business Plan on the following 

principles: 

- Monitoring the progress monthly and quarterly, depending on the level of activity 

of a particular Strategic Goal. 

- Monitoring the progress of the Business Plan will continue the examination of the 

underlying assumptions, the extension of validity of Strategic Goals and the impact 

of unexpected events. 

- The leader of each Strategic Goal and the action plan will be determined. 

- The determined leader does not necessarily have to complete a specific action plan, 

but he/she must see that it is done. 

- Each Strategic Goal will have a maturity date. The senior management team can let 

the due date, but cannot let it expire. This tells to the leaders that no one gives up 

the Strategic Goal or action plan. Consistent monitoring allows the leader that the 

Association is serious about Strategic Goal and its Action Plan and its 

implementation. 

7.3.2 Reporting  

Closely related to the above monitoring, the management of the Association shall clearly 

specify the reporting requirements of all functional areas. Reporting is the basis for monitoring 

and therefore will be approached with great care. 

Management will indicate the reporting requirements for each organizational unit or functional 

area to encompass at least: 

• The type of report and data that will be submitted 

• Frequency of reporting 



• The persons within each organizational unit or functional area will be determined, who 

will be responsible for reporting 

After review and analysis of reports and monitoring of the Business Plan progress, the 

Management Board of the Association shall take corrective measures, if necessary, in order to 

solve all the problems that have arisen during the implementation of the Business Plan. 

7.3.3. Corrective measures 

Identification of problems is essential to overcoming them and in that direction the senior 

management team must first identify new challenges or problems that are not recognized during 

the preparation of the Business Plan document, which will provide appropriate solutions to each 

of them, as appropriate. 

The need for corrective action is not caused by the need to change Strategic Goals of the 

Business Plan, but modification of the action plan leads to achieving this Strategic Goal. 

8. Strategic Goals 

Realizing and defining the goal is the primary and essential phase of every rational operation. 

Strategic Goals define what the Association wants to reach in the future. Strategic Goals 

represent development goals of the Association, i.e. the future goals that the organization wants 

to achieve. In this Chapter we define what are Strategic Goals, which are their key 

characteristics, as well as how to develop Strategic Goals of the Association so as to bring about 

the realization of its mission and vision. 

8.1. Defining Strategic goals 

Strategic Goals define and explain why the project is important for the whole community. They 

define strategic, reform or desirable social change is supported in terms of long-term benefits 

for the beneficiaries. Therefore, Strategic goals help to understand how the Association fits into 

the realization values, principles and policy of general social benefit. Strategic Goals are not 

achieved by the implementation of a single project, but as a result of implementation of a large 

number of targeted projects, actions and activities. 

Strategic Goals are defined on the basis of the preceding analysis and represent a key element 

of the Strategic Plan. The initial framework for defining Strategic Goals are Strategic Issues 

identified in the previous step. Strategic Goals are defined as specific targets that the 

Association plans to achieve in support to its Mission Objectives. A particular Mission 

Objective can have two or more Strategic goals associated with it. Strategic Goals pertain to 

the Association as a whole and identify what the Association wants to achieve, defend, reduce, 

eliminate… 

Strategic Goals set by the organization determine the competitive position it want to achieve, 

as well as future performance, and financial and operating results that the management desires 

in relation to the set Strategic Mission. The most common Strategic Goal of the organization 

define targeted market share, recognition, investment in technological development, situation 



in the sector, rate of satisfaction of members 

and other areas, depending on the basic 

characteristics of the Association. 

8.2 Characteristics of Strategic Goals 

Strategic Goals are defined in general terms, 

and tested using SMART method. The 

meaning of this English acronym is: 

S– Specific  

M- Measurable  

A– Achievable  

R– Realistic  

T– Time bound  

 

Specific Goal is: concrete, detailed, focused and well-defined and directly contribute to the 

solution of the Strategic Issue. The basic questions that must be answered, if the goal is specific 

enough, are: 1. What do we want to do? (to manage, develop, build, plan, execute, close) 2. 

Why is it important? 3. Who is involved in development? 4. When we want it to be done? 5. 

How do we do it? 

Measurable goal - The goal is measurable when it is possible to express it numerically, 

quantitatively, in relation to the value or period, and thus it is possible to monitor its 

implementation. In other words, if we cannot measure the goal, we cannot know whether we 

have achieved it. Key issues for the assessment of whether the goal is measurable are: 1. How 

do we know that the progress has been made? 2. Is it possible to obtain that data / calculate it? 

Achievable goal - The goal is achievable if it is possible to realize it at some point with a series 

of specific programs / activities. Key questions to measure the feasibility of the goal are: 1. Can 

we achieve the goal in the foreseen time and measure the result 2. If the goal is not measurable 

it is not achievable? 3. Are we clear about the limitations and obstacles to achieving that goal? 

4. Is it possible to achieve the goal with the resources at our disposal? 5. Has anyone else 

managed to achieve the same or similar goal? 

Realistic goal - The goal is realistic if we have available, or we can get to the resources 

necessary to realize the goal. Key issues for the assessment of whether the goal is realistic are: 

1. Do we have resources for the realization of the goal? 2. Do we need to define new priorities 

in order to realize the goal? 

Time-bound goal - The goal is time-bound if it is possible to define its realization in a period 

of time, i.e. it is possible to determine the execution deadline. Key questions to be answered in 

Strategic Goals are defined in general terms, 
and tested using SMART method. The meaning 
of this acronym is: 
 
S – Specific  
M - Measurable 
A – Achievable  
R – Realistic 
T – Time bound 



order to assess whether the goal is time-bound are: 1. When will the goal be accomplished? 2. 

Can we realistically determine the execution deadline? 

8.3 Developing Strategic Goals 

Strategic Goals are defined after the strategic analysis of the environment and the Association, 

as well as the prediction of the future. The starting point for the development of Strategic Goals 

is to identify problems and conditions that we want to change. Problem Analysis is greatly the 

most critical phase of planning and developing Strategic Goals, as all subsequent analysis and 

decision-making on priorities is based on it. 

The primary task is to define the System Goal. System Goal is defined as a new, desired state, 

in which the system should be translated. System Goal is achieved by specific management 

actions, by operating the system. 

In the formulation of Strategic Goals it is desirable to use the usual terms for the related activity 

that help to clearly express the change that we want to achieve, i.e. the condition that we want 

to achieve. Thus, in the formulation of Strategic Goals it is best to identify the keywords that 

contribute to the change the Association strives to achieve. 

 

As previously defined, the Overall Objective of the Association is as follows: 

Improving integrated water management in Serbia through corporate responsible operation for 

water supply and wastewater in an energy efficient manner in accordance with EU regulations. 

In accordance with defined Overall objective, Strategic Goals of the Association are: 

 Involvement of all public utility companies (in the area of water supply, channeling, 

wastewater treatment and related activities), higher education institutions and other 

educational institutions, CSOs, businesses and other interested professional public with 

the intention of improving protection and preservation of water resources and 

environment in south of Serbia with joint activities and operation. 



 Increasing capacities of employees, management and association members in the fields 

of water supply, channeling, wastewater treatment, energy efficiency, protection and 

preservation of water resources and the environment, as well as in the field of 

management of funds and fundraising. 

In order to achieve the objectives/goals, the Association, in particular: 

 collects and processes scientific and professional literature concerning water resources, 

environmental protection and sustainable development; 

 organizes, individually or in a joined activities with other groups, professional 

gatherings, counseling, seminars and other forms of education in the related field; 

 publishes books and other publications concerning questions dealing with the water 

resources and environmental protection, according to the law; 

 organizes teachers and other educational experts for work concerning the education of 

children and young people in the field of water resources and environmental protection 

and enforcing activities on nature promotion and protection; 

 organizes voluntary actions for raising awareness concerning water protection and 

preservation as well as other natural resources; 

 cooperates with universities, schools, professional associations and other organizations 

in the country and abroad dealing with the water protection and preservation; 

 exchanges and improves technical, economic, legal and administrative knowledge; 

 works on innovations application and technical solutions, unique standards, normative 

and technological actions and their adjustment with the international standards and 

requirements in order to integrate into single European technology 

9. Association Membership 

 

Association for water protection and preservation in the South of Serbia is designed as a 

professional association that gathers water supplies from the territory of southern Serbia and all 

those who can help achieve its goals with their knowledge and competence. 

Membership represents the most important component of the Association because the success 

of the organization depends on the interest of Members in being involved in programs and 

activities. 

9.1. Defining membership 

Core Membership of the Association are 25 water suppliers in south Serbia. At the founding 

meeting they have adopted the Founding Act and the Statute of the organization, so that it 

marked the beginning of its work. Looking into the field of action and objectives of the 

Association, the perspective in the massification of membership. As a professional association, 

in addition to the existing members, the Association in the future intends to be joined by: 

- Representatives of public institutions (local or national) 



- Representatives of the academic community 

- University 

- Providers of technology / Manufacturer / Supplier 

- Corporate Entity 

- Individuals 

- Young Professionals for water (definition IWA) 

- Students 

 

9.3. Current Membership Analysis and Targeted Potential 

As a young association, the Association has not expanded its membership, and the current 

membership is based on 25 water suppliers in southern Serbia. In the future, it is intended to 

expand the membership which will expand the project capacities of the Association and make 

the Association the leader in the region in the field of water supply, channeling and wastewater 

treatment. 

For such purposes, the membership will be segmented in the following sectors: 

- water supply,  

- channeling, 

- wastewater treatment and related activities 

10. Governance, organizational structure and staffing 

The aim of this Chapter is to review management principles and organizational structure of the 

Association, and the relationship between the Board of Directors of the Association and the 

employees in order to facilitate the implementation of programs and activities of the 

Association. 

In this Chapter the following principles and issues must be understood: 

- Legal governance based on national legislation 

- Representation in the Management Board 

- The relationship between the Board of Directors and the Executive Body 

- Excellent organizational structure 

- Contribution of the Management Board to the Programs of the Association 

- Junior experts in water and interesting trainees 

 

10.1 Introduction 

Management and organizational structure should not be thought about in advance in terms of a 

five-year business plan. However, if the significant changes would be planned in the Mission 

Objectives or the activities to be undertaken during the next five-year period, then it would be 

advisable to assess the Management and organizational structure to ensure that it will support 

the changes in the Mission Objective and planned activities of the Association. 



The Association is based on the work of the Management board, which implements the 

decisions of the Assembly and manages the organization. In addition to the Management board, 

the legal representative manages the Association and implements the policy of the Management 

board. In addition to these functions, the Association has a technical secretary who is 

responsible for operational work. Working groups for the sectors of operation have also been 

formed. 

10.2 Local regulations and management of the Associations 

Association was registered as an association of citizens under the Law on Associations from 

2009, which defines the Association as a non-profit organization that is a legal entity which 

gives it a personality in operation. 

As a non-profit organization, The Association has its own goals and fields of goal achievement, 

so that with the help of its mechanisms it works to meet them. 

One of the divisions under the applicable law on associations is the division into associations 

based on membership and the professional associations. According to this division, the 

Association is registered as a professional association, which means that its membership will 

only accept legal entities and natural persons who are vocationally related and their actions can 

affect the achievement of the objectives of the Association. 

As a non-governmental organization, the Association may participate in numerous domestic 

and foreign projects in its field. Funds that could be used for the implementation of the projects 

may come from the country and from abroad. 

It is important to note that the Association is non-profit and that it shall not be subject to 

payment of income tax, which is to say that all income of the Association may be used 

exclusively for project implementation. 

10.3. Representation of the Management Board 

Management Board  

1. Dejan Andrejevic, PUC "Naissus", Niš, president of the Management Board 

2. Milos Djordjevic, PUC "Naissus", Niš 

3. Mirjana Bekcic – Vicentijevic, PUC "Naissus", Niš 

4. Milica Rakic, PUC "Naissus", Niš 

5. Marko Petrovic, PUC "Naissus", Niš 

6. Violeta Wolff, IAWD 

7. Stanisa Ristic, PUC "Vodovod", Leskovac 

8. Srdjan Dekic, PUC "Vodovod", Vranje 

9. Zoran Nikolic, PUC "Vodovod", Pirot 

10. Dragan Radojkovic, PUC "Vodovod i kanalizacija", Aleksinac 

11. Vladimir Novakovic, PUC "Hammeum", Prokuplje 

 

Supervision Board 



1. Andrija Krazic, PUC "Vodovod", Lebane 

2. Predrag Trajkov, PUC "Usluga", Bosilegrad 

3. Igor Davidovic, PUC "Svrljig", Svrljig 

 

10.4 The relationship between the Management and Executive bodies 

The Management Board of the Association delivers a work plan and adopts the program of 

activities. In relation to the Executive body of the Association, it sets as the ordering party to 

whom the President of the Association is responsible. 

The joint work of the management and executive body of the Association is set as a prerequisite 

for progress of the organization and the realization of its goals. 

10.5 Management Bodies of the Association 

The organizational structure is given in the following scheme: 

 

10.6 The structure, role and functions 

The Association is structurally arranged as most associations with similar objectives. 

Assembly of the Association is the highest authority that is responsible for making strategic and 

statutory decisions and it consists of all members. The Assembly meets once a year. 

The Management Board implements the decisions of the Assembly and it represents the 

organ that is far more flexible and more operational than the Assembly. The head of the board 

is the President of the Association, which represents the highest executive body. 

In addition to these organs, the Association has established working groups for: water 

supply, channeling and wastewater treatment, asset management and benchmarking process 

and the energetic efficiency, all of which are in charge for their field of operation and which, in 

most accurate and convenient way, meet the challenges placed in front of them. 

11. Communication plan 



 
 

11.1 Introduction 

The communication plan aims to focus the message that the association wants to send to the 

target audience. The plan also affects the efficiency and ease of communication methods. This 

chapter considers everything a comprehensive plan may involve, what tools Association may 

use to appeal to the target audience, as well as the method of communication to raise 

awareness about the association itself, but also about its projects and activities. 

Communication is the process of transferring ideas and information. Communication involves 

transparently transmitting the true nature of the association, issues addressed, and its 

achievements to the community. 

Communication can take many forms, including: 

• Verbally 

• News and the print and electronic media 

• Press releases and press conferences 

• Posters, brochures, flyers and 

• Presentations with other organizations, associations, groups and organizations 

in the community 

• Special events and open door events that associations can organize. 

One of the key aspects is to identify your audience. Successfully identifying target audiences 

makes possible to plan communication effectively and logically. It takes different messages 

for different audiences and different channels and methods in order to reach each of these 

audiences. Regardless of the different messages formulated for various target audiences, 

messages must have the same sense of "value statement" that is sent. 



In this sense, the first priority of the association is that members are fully informed about the 

activities undertaken by the association in the interest of its members and how members can 

access the services they are entitled to, as a privilege of membership in the association. 

Second, the association of water either explicitly stated or not, performs to a certain extent 

both to represent the interests of their members in relation to the water sector, as well as 

public policies, laws and regulations that affects to the association and its members, and can 

logically conclude that the responsibility to communicate these interests to appropriate 

audiences, and to explain why its interests are also in the public interest. 

 11.2 NEWSLETTER 

Newsletter was once the only mean of communication between the association and its 

members, and was usually sent in the form of a printed document sent with a limited 

frequency. Newsletter has gone through rapid change as a result of the development of the 

Internet and the need / desire to provide more information, more quickly and more often the 

target audience. Today, newsletters of Associations are almost all distributed via the Internet 

/ e-mail with the frequency that can be quarterly, monthly or weekly. 

In considering a newsletter, the Association should see it as something that goes to as many 

target audiences as can be identified and qualified as valuable to the Association. For this 

reason, a newsletter should be targeting, except for members of association, also the targeted 

categorical list of recipients that would include national and local officials, central government 

institutions, bilateral and multilateral donors, other key stakeholders and actors in the water 

sector, as well as conference participants who are in the database data Association. The 

proposal is that the frequency of sending the newsletter is not more frequent than a month, 

nor less frequent than quarterly, with an overview of the key current activities of the 

association, as well as the most important news and updates within the respective field of 

interest of the association. 



 

 

11.3 Website 

The Association website, although is a relatively “passive” form of communication, is one of 

the most important instruments of communication nowadays. The importance of the website 

lies in the fact that through the web browser will be able to address the audience, which is 

not yet known to association management. In this way, an unknown audience find the way to 

get information and get in touch with the association. Frequency of access to an unknown 

audience regulate SEO optimization through search engine optimization. As a website is the 

first contact with an unknown audience it is necessary to be easy to navigate, provide real first 

introductory information and arouse interest to get in touch with the association. 

On the other hand, except the unknown audience, website also addresses the known target 

audiences. In this sense it is necessary to provide dynamic content with notification not only 

on the activities of the association, but also on the most important news and current events 

from the respective activities. In this way, a relatively passive instrument of communication 

becomes a powerful tool to inform all interested stakeholders and audiences, especially if it 

creates a regular habit in attending the site. 



Website of the Association should have a relatively static tabs that will provide essential and 

basic information about the Association: vision and mission, goals, its members of the 

governing bodies, members, membership categories, if any, and membership fees, all the 

upcoming events organized by the the Association or its co-sponsors, such as seminars, 

workshops and conferences, and of course, the latest news from the water sector, as well as 

how to contact the the Association. 

The next two illustrations shows an example of the web site of the European Association of 

water, as well as the website of the Association for the protection and conservation of water 

of southern Serbia. 

 



 

11.4 Communication and online promotion 



 Engaging of members on the website begins with the offer of fresh, useful content that is 

specifically prepared to the audience. On the other hand communication through the Site may 

include minimal audience, warning them on to fresh content, or through intensive two-way 

communication. Two-way communication means opening channels so that members and the 

public can also communicate among themselves and with the management or employees of 

the association. Two-way communication is possible through the following communication 

instruments: 

Online forums - on topics specifically related to the water sector; 

Blog - it is necessary to be sure to provide the audience the possibility of comments within the 

blog, in order to provide two-way communication; 

Online surveys - an excellent tool for getting feedback from the audience. In addition, well-

designed survey can indirectly transfer the associations declared value statement, and cause 

interest in particular audiences on key targeted topics. After the interviews conducted, it 

should be kept in mind that the results should be published through appropriate information 

channels. 

11.5 Engaging members through social media 

Social media represent increasingly powerful modern tool of communication not only with the 

members of the association, but as well as with the rest of the audience. The Association can 

use them in order to successfully raise awareness about the value statement, mission, vision, 

objectives and activities, through photos, videos and short informative articles. The ultimate 

goal of social media is to draw attention to a website, where association can really engage 

them or show the value of membership. 



 

 

11.6 Technical Journal 

Many national water associations produce a hard copy, color printed technical journal of 

varying frequencies and sizes. The printed technical journal as a high-quality color publication 

has a long-term visibility, because of the possibility to be shared, exchanged, at busy places 

like in a public places where it will have the greatest impact on the target audience. Besides 

being carried a value statement of the association, journal may also be one of the sources of 

financing associations through sponsors and sponsorship of interested stakeholders. 

Advertisers are willing to pay to be published in such technical journals because of the visibility 

and durability of their advertisements. 

 



 

11.7 Policy and Position Papers 

The function of policy and position papers is to provide a common means for presenting 

documented advocacy input to any public policy debate in the interest of the Association. 

Working through its membership, an Association can produce and issue policy and position 

papers highlighting key issues relevant to the interests of the Association members and to the 

water supply and wastewater sector in general. The position papers are meant to present the 

Association as an expert and objective source in these water sector areas. It is important that 

a policy or position paper is actually representative of the Association, as a whole and not 

simply the personal position and feeling of a minority part of the membership. For this reason, 

policy and position papers are not reactionary in nature and are only issued once they have 

gone through a thorough development, review and approval process that is clearly defined in 

the procedures of the Association. 

11.8 Media Relations and Press Releases 

Relations are used to influence public opinion and objective of the association is to change 

public opinion, directs it and create where there was none or strengthen already created 

public opinion. They are used in order to provide the others to listen to message of the 

association, ie its expression value. In order to association business successfully, it is necessary 

that in its team has a successful and capable PR manager. Otherwise, it loses control over the 

information that, in today's digital economy, incredible speed passing through various 

communication channels, and there is no possibility to influence the performance or image 

that the media and the target public create about association. The objective of manager for 

public relations is to establish channels of communication with target audiences in order to 

achieve mutual understanding, favorable opinion of the organization, evaluate public opinion 

and line in the policy organization with public opinion and the interests and objectives of the 

association. Through a variety of activities, he creates and maintains the reputation of the 

association. 

Press releases are an effective way to issue very targeted and timely messages that the 

Association feels should be somehow reflected in the news media. Press releases tend to have 

two functions: 

 To provide a calculated flow of specific news to the media presenting the association 

as key stakeholder in the water sector. 

 To use the press release as a tool to strengthen the association position especially in 

the face of a specific event or happening. 

It would be good if the association could predict and target how many press releases 

will be issued during the year. Press releases must be timely, contain relevant information that 

will be presented in an objective manner. While press releases can be on any of the current 



global themes such as "climate change", it should contain the relevant local issues on which 

the mentioned global themes has an impa 

12. AWARENESS OF PROGRAM ACHIEVEMENTS 

Awareness of program achievements represents sensitization of beneficiaries about the 

importance of development and implementation of long-term awareness programs and access 

to information affecting the public and society in general and as such serve to influence and 

create opinion regarding water. 

Such programs create a foundation of awareness in society that could have a positive effect on 

public support for investment in water supply and sanitation and the importance of investing in 

programs of common property management to ensure service reliability and safety of the water. 

Also, they represent the profession of water as a proud profession that makes a positive 

contribution to society and presents the opportunity for a satisfying career. 

In a way, awareness and information programs are another form of communication that the 

Association undertakes in order to design thinking and perception regarding water so that the 

public is informed when they take part in a debate on water policy. 

12.2 Shaping young minds 

Young people are suitable ground for the spread of ideas about the need of water preservation 

and protection. There are many examples in which water associations established and 

maintained programs with the population of 8-14 year of age, in order to encourage reflection 

on the importance of water in society, what they can do to contribute to its protection and 

preservation. What follows is a lot of selected examples of such programs that can be easily 

replicated and undertaken by the Association. 

12.3 Encouraging youth education in schools 

Successful programs have been developed and implemented at the elementary school 

level, for raising awareness by simple games with limited text that guides the pupils through 

the water cycle in practical and interesting way. 

It often ends with pupils drawing a picture that reflects one thing that affected them, as 

a result of the information contained in the book of games. 

12.4 Engagement of the program at universities 

12.4.1. Awareness of High School 

In higher grades, such as the 8th grade (13 years), pupils can be more interactive and 

they are ready for understanding some of the water sciences. This program is available as a 

result of cooperation between the American Water Works Association (USA) and the 

International Water Association (The Hague). The program, with simple equipment and testing 

methods, referred the pupils to the basic tests (temperature, pH, turbidity, etc.). At a coordinated 

site they enter the results on-line, where other children are doing the same thing around the 

world. 



 

12.4.2 Encouraging the study focus in secondary schools 

 

High school pupils, especially at later age (grades 11 and 12) usually had enough of learning, 

so that they can take a little more activity, creative thinking about water and its impact on the 

aquatic environment. 

Once the pupil has graduated from high school and enrolled in college which studies water, it 

is important that the Association offers the “best and brightest” to these students, with the ability 

for them to have work experience in the water sector. The Association will operate through its 

members to form a Summer Internship Program where students can get “hands-on” experience 

in the application of their knowledge, while at the same time they would be exposed the nature 

or positions that the employers need. 

12.5 Help in hiring young talents 

The Association will consider the establishment of a group of young water 

professionals, so that the new graduates and young professionals on their first workplace are 

supported by peer groups where they can connect, socialize and exchange experiences and 

ideas. The Association will also conduct special training courses for young professionals in 

areas such as report writing, public speaking and managing meetings, which are not always the 

object of study, but are necessary for career and business success. 

13. Managing and sharing knowledge of the Association 

Reflecting on the roles, functions and operation of the Association, it is important not to forget 

that basic, fundamental principle that we are talking about is that this is a professional 

association, even though water associations can cover many professions. 

On this basis, this Chapter is prepared to serve as a “guide thought” about how the Association 

should consider the importance of knowledge in relation to its professional grounds. 

How to manage knowledge, manage and share what makes the Association worth to its 

members and the sector in its geographical territory of operation. 

 

13.1 Introduction 

It is likely that they will find a professional association in the water sector, regardless of whether 

they have or do not have a Vision Statement, Mission Statements or a Business Plan, who have 

not written and stated somewhere in their literature that they see one of their primary role to be 

in the area of knowledge management or sharing knowledge. This can be simply stated as a 

primary interest in providing training to its members, but the goal is still the same. 

When using the term “knowledge management”, it is useful to have a clear understanding of 

its meaning and intent. The following is a common explanation of the terms knowledge 

management: 

Therefore, the main function of knowledge management within the Association is to support 

the exchange of knowledge in all categories of membership of the Association and its individual 



members, so that the organizational know-how, information and experience are shared in a way 

that supports the goals of the Vision and Mission of the Association. 

 

 

Image 25 - Knowledge Management Cycle 

The following sections of this Chapter shall identify and briefly discuss the types of products 

and services that the Association will carry out as part of business plan implementation, 

including the part of its management plan and knowledge-sharing. 

 

13.2 The programs that the Association intends to implement in the next five-year period 

This business plan provides for activities that the Association will implement in the next five-

year period, in order to achieve the objectives and in line with its Mission. Those are: 

1. Annual Conference and Equipment Trade Fair (every June) 

2. Training on energy efficiency within the Center that will be established in the 

Association, which would be dedicated to professionals in public companies engaged in 

water supply on the territory of Serbia. 

3. Bilateral Conference (Bulgarian-Serbian), which will be held once a year in order to 

exchange experiences and best practices. 

4. Training on “Water safety planning” in the Center that will be established in the 

Association, which would be dedicated to professionals in public companies engaged in 

water supply on the territory of Serbia. 

5. Management, organizational structure, plan of employees and strategy for the future 

structure of the Association 

 

1. Annual Conference and Equipment Trade Fair (every June) 

 



Organization of Annual Conference is a challenge for the Association. From the perspective 

of the exchange of knowledge, it is the possibility of meeting the widest range of members and 

participants in the water sector and their influence on the valuable information on a wide range 

of important topics and issues affecting the water sector. It is also a major event for the creation 

of networks and relationships, which has its own, informal, but no less valuable potential for 

knowledge sharing. 

Finally, if combined with the behavior of exhibitors, suppliers and users, the ability of the 

participants to experience new technologies and compositions speaks up close and directly to 

the representatives of these technologies and composition and it further enhances the experience 

of knowledge sharing. 

 

2. Training on energy efficiency within the Center that will be established in the 

Association, which would be dedicated to professionals in public companies engaged in 

water supply on the territory of Serbia. 

Imagined as a sort of training with linking of all actors involved in the water supply on the 

territory of Serbia and experts in this field. Trainings include education of personnel in public 

utility companies engaged in water supply in the territory of Serbia in the field of energy 

efficiency. 

Trainings will be thematicly based on: 

 

 Developing ways of diagnostics of energy consumption; 

 Measurement of energy consumption; 

 Using the „retscreen“ software which determines the efficacy of the applied measures 

of energy efficiency; 

 Development of an action plan for energy efficiency. 

 

Based on idea for the implementation of the training, an action plan is made, providing for the 

following phases: 

ACTION PLAN 

1. Presentation of the training 

2. Development Phase 

3. Visits to stakeholders and first call 

4. Options for financing the training 

5. Supply of measuring equipment 

6. Final preparation of the training materials 

7. Field measurements 

8. Implementation 

 

1. Presentation of the training 

• Presentation of the training at the event Water Days in Nis on June 8, 2017 



• The first direct meeting with potential stakeholder at the event 

2. Development Phase 

• Analysis and evaluation of possibilities 

• Assessment of potential stakeholders and training participants  

• Preparation of the program framework 

• Defining and preparing training modules 

• Marketing measures 

3. Visits to stakeholders and first call 

• Visits to water suppliers in the region, members of the Association, for the protection 

and preservation of water in South Serbia 

• Delivery of complete material to potential participants 

• First official call for participation in the training 

• Talks about the potential number of participants from each of the water suppliers 

4. Options for financing the training 

• Budget development 

• Assessment of financing options 

• Defining the registration fee per participant for participation in the training  

5. Supply of measuring equipment 

• If possible, purchase of equipment in accordance with a list of demands, previously 

defined and delivered to IAWD 

6. Final preparation of the training materials 

• Finalizing and preparing presentations and documents for the implementation of the 

training, including all necessary presentations 

7. Field measurements 

• In case of purchased measuring equipment, and as part of the training, enable 

participants to carry out field measurements of characteristic values in their systems 

8. Implementation 

• Implementation of all proposed activities 

• The scope and number of training sessions to be adjusted to the number of entries. The 

initial plan includes a three-day training (three workshops, not necessarily consecutive 

days) 

• Targeted number of participants in training is maximum 20 

• Trainings are designed as three one-day workshops. 

• It is planned that the trainings for energy efficiency are held periodically, starting from 

September 2017 to 2020 at least once or several times a year. If there is a need they can 

last longer 

• Trainings should have two trainers that are experts in the field. 

 

3. Bilateral Conference (Bulgarian-Serbian), which will be held once a year in order to 

exchange experiences and best practices. 

 

This conference will link experts in the field of water supply and protection and preservation 

of water from Bulgaria and Serbia. Sharing knowledge and experience is of great importance 



for the future of the water sector because this provides better understanding of the needs for the 

application of good practice. 

It is planned that these conferences are held annually in the presence of representatives of 

companies engaged in water supply from these two countries. 

 

4. Training on “Water safety planning” in the Center that will be established in the 

Association, which would be dedicated to professionals in public companies engaged in 

water supply on the territory of Serbia. 

 

The aim of these trainings is to educate employees from public utility companies engaged in 

water supply and protection and preservation of water in the area of protection and preservation 

of water. 

It has ecological character and will therefore involve the participation of many experts from the 

universities, educational institutions, etc. 

Trainings will be implemented over a period of 5 years. 

 

ACTION PLAN 

1. Presentation of the training 

2. Development Phase 

3. Visits to stakeholders and first call 

4. Options for financing the training 

5. Final preparation of the training materials 

6. Implementation 

 

1. Presentation of the training 

• Presentation of the training at the event Water Days in Nis on June 8, 2017 

• The first direct meeting with potential stakeholder at the event 

 

2. Development Phase 

• Analysis and evaluation of possibilities 

• Assessment of potential stakeholders and training participants  

• Preparation of the program framework 

• Defining and preparing training modules 

• Marketing measures 

 

3. Visits to stakeholders and first call 

• Visits to water suppliers in the region, members of the Association, for the protection 

and preservation of water in South Serbia 

• Delivery of complete material to potential participants 

• First official call for participation in the training 

• Talks about the potential number of participants from each of the water suppliers 

 



4. Options for financing the training 

• Budget development 

• Assessment of financing options 

• Defining the registration fee per participant for participation in the training  

 

5. Final preparation of the training materials 

• Finalizing and preparing presentations and documents for the implementation of the 

training, including all necessary presentations 

 

6. Implementation 

• Implementation of all proposed activities 

• The scope and number of training sessions to be adjusted to the number of entries. The 

initial plan includes a three-day training (three workshops, not necessarily consecutive 

days) 

• Targeted number of training participants is maximum 30 

• It is planned that the trainings on “Water safety planning” are held periodically, starting 

from September 2017 to 2020 at least once or several times a year. If there is a need 

they can last longer 

• Trainings should have two trainers that are experts in the field. 

 

5. Management, organizational structure, plan of employees and strategy for the future 

structure of the Association 

 

Since the Association, which serves as a “platform” for the exchange of knowledge and best 

practices, considers direct human interaction as an important part of this exchange, together 

with the Annual Conference should be considered work on the development plan of regular 

conferences of specialized best practice. Here, members and other interested participants can 

gather, within the professionally organized environment, present papers and conduct workshops 

and discussion groups that will focus on the narrow issues of key importance for members and 

water sector as a whole. 

All technical procedures of the specialist practice conference should be compiled and published 

in a formal, post-conference document, which would then be available for sale to members and 

non-members who have interest in the conference topic and the presented topics, but they were 

not able to attend the conference. 

13.3. Network of members’ database and systems of knowledge sharing 

The Association is fully committed to the management and knowledge sharing. It must do 

everything possible for the approach to be the primary goal. Today, the area of data management 

and communication technology is rapidly developing and it can allow members to mutually 

seek issues of common interests and work together on joint projects within their location. This 

technology, which is commonly called digital platform / shared workspace enables thematic 

working groups to share information and knowledge. 



Properly structured, through the website of the Association, these digital platforms, with 

different levels of passwords access control, become almost self-obtained. These systems 

rapidly develop a database of members that will enable members to identify other members of 

the Association with whom they can communicate in a variety of subjects, with just a few key 

strokes. Access to this Web page would normally be limited to paid (full) members of the 

Association, who will log in through the “password” protocol. 

Overtime work will become a powerful tool for members to share and gain information and 

experience from other members and to start with peer groups that will serve to strengthen 

technical workgroups or become the nucleus for new workgroups. 

 

16. FIVE-YEAR BUDGET FORECAST 

16.1 Introduction 

The budget forecast of an Association is based on detailed projections of cost that reflect the 

actual managing costs and operation of the association on one hand, as well as rational 

understanding and expectation of revenues that can be generated over the five-years planning 

period of the Business Plan, on the other hand. 

16.2 Expense Budget Forecast 

Prior to the process of projecting expenditures in the budget, the management team of the 

association should analyze and evaluate its past and current financial data for identifying factors 

that will affect the future costs of the association. In order to efficiently forecast the budget, the 

management team has to understand the cost structure that has emerged in the last few years 

and then, depending on what are current and future needs, assess and determine priorities and 

accordingly forecast and project the costs. The analysis of expenditures incurred over the past 

period, collected from finance and accounting of the association, is the basis for the 

development of cost projections in the budget. 

The current year is taken as the base year, while the analysis of the finances from the previous 

period determines the input parameters for the base year. During the preparation of this 

Business Plan, the data from the previous three-year period were consulted and based on these, 

a projection for the next five-year period was performed. Naturally, when planning the costs, 

the planned activities defined in the previous part of the Business Plan are taken into account. 

The detailed cost projection for the five-year period of the Association's operations is given in 

tables in Annex at the end of this Business Plan. 

The budget table of the estimated costs consists of the column with the name of the type of 

expenditure, a description of the unit cost of expenditure, followed by the base year column and 

the columns for the next five years. Data for each year include the amount, the unit cost per unit 

of measure, as well as the projected expected annual cost for the given year. All projected costs 

represent gross amounts with all taxes, fees and contributions included. 



All costs can be divided by type into the following main groups of expected planned 

expenditures: 

Employees’ and Human Resources Costs - This group of costs implies, above all, the 

operational costs of the Association. The Association has two permanent staff positions - the 

Program Manager and Secretary of the Association. In addition, the costs of auxiliary and 

outsourced staff per project are planned, primarily project managers and finance managers in 

projects. 

Operating costs of office operation - imply rental costs as well as telephone, electricity, 

utilities, heating, internet,... These costs are determined and projected at a monthly level. 

Office Material Costs - This group of costs refers to materials daily used in the office (toners, 

paper, office supplies, etc.), as well as fuel costs, car maintenance and other operating expenses 

related to the regular functioning of the office. 

Travel and Accommodation Costs - Mostly involve costs related to activities and projects, 

although travel expenses can be charged to them in order to connect with other organizations 

of interest to the Association. In this group of costs are the costs of travel expenses (air tickets, 

bus tickets, tolls, per diems), as well as the costs of hotel accommodation for employees and 

members of the Association. 

Costs of training and courses for capacity building - this category of expenditure implies 

costs related to training of employees and members of the Association, outsourcing trainers and 

lecturers, translation costs, costs of developing training materials and curricula. 

Publishing and Communications Costs - imply the costs of activities defined by the 

communication plan and strategy. This group of costs refers to the costs of publishing, 

presenting, maintaining and upgrading the web site, publishing press releases, calendars with 

Association motives, advertising and media costs, and other costs associated with printing 

material. 

Costs of organizing seminars and conferences - represent a group of costs related to the 

activities of the Association and are related to the organization of seminars, conferences, 

workshops and the costs of catering, rent of conference and training halls, lecturer costs, 

training materials, translators, exhibitions etc. When forecasting these expenditures it should 

always be started from historical data and costs of event that the Association has organized over 

the past period. 

It is important to note that the projection of operating costs is carried out at constant prices at 

the time the Business Plan is drawn up and is determined at the level of the historical data of 

the previous operation of the Association. This kind of cost determination is done due to the 

fact that it is very difficult to predict the movements of some of the categories of costs over a 

longer period, such as, for example, the five-year period for which this Business Plan is being 

prepared. The group of unforeseen costs includes, for example, fuel costs, where fuel prices 

depend on a number of global factors that are almost impossible to predict with certainty over 

a longer period of time. 



16.3 Forecasted expected revenue  

As already mentioned, one of the goals of the Association is to achieve financial independence. 

This status is closely related to the ability of the Association to forecast and provide enough 

revenue to fulfill all its financial obligations in a timely manner and to provide liquidity 

throughout the year. The main instruments used to generate revenue include: membership fees, 

organization of conferences and seminars, training programs, sales publications, project 

realization, as well as assistance, contributions and donations that the Association provides from 

external donors. When forecasting and projecting revenue, the management team should always 

be realistic not only in expectation and revenue planning, but also in the understanding which 

sources of revenue can be accounted for in the future. 

As with cost planning, the base year of revenue planning is taken into account for the current 

year, while the analysis of the past due financial income determines the input parameters for 

the base year. The forecast budget table consists of a column for name of revenue type, a 

description of income unit, followed by a base year column, and columns for the next five years 

forecast. Data for each year include the amount, unit value (fee) per unit of measure, as well as 

the projected expected annual inflow / revenue for the year. All projected revenues represent 

gross amounts with all taxes and fees included. It is important that the revenue for realization 

of projects financed by external donors is exempt from the payment of taxes and duties on the 

basis of bilateral agreements of the Republic of Serbia with donor representatives. 

All inflows can be divided by type into the following main groups of expected revenue: 

Income from membership fees - refer to monthly or annual income earned on the basis of the 

paid membership fee of the Association members. This group of revenue represents the main 

source of funding for the Association, and should be planned to cover all annual operating costs 

of the Association's operations. It represents a group of revenue that is most easily anticipated 

and it is the key to achieving financial sustainability of the organization. For that reason, the 

management of the Association must pay particular attention to the strengthening of this group 

of inflows, in particular through the motivation and mobilization of as many interested parties 

to become members of the Association. 

Revenues from the organization of conferences and seminars - imply revenue from paid 

participation fees by participants, then revenue from sponsorships, as well as revenues from the 

sale of professional conference materials if any. This type of income is closely related to the 

realization of the activities of the Association, and it depends in particular on the capacity of 

the Association to mobilize and motivate a sufficient number of interested participants and 

expert public for this type of event, and is very ungrateful to make projections for a period of 

five years. 

Revenue from trainings and publications - this group of income refers to inflows derived 

from the sale of publications and training materials, and the ability of Associations to ensure 

enough interest of professional audience to buy the said materials. In addition, this type of 

income can be composed of sponsorship of interested stakeholders. Therefore, this also 

represents very ungrateful and uncertain group of revenue for the forecast. 



Financing of projects, programs and grant contracts - a group of revenues that relate to the 

ability of the Association to use the opportunity to apply for open calls and mobilize external 

resources of domestic and bilateral donors in order to finance the planned activities of the 

Association. This group of revenues is most ungrateful and the most unpredictable for the 

forecast, especially considering the average approval of such funds, as well as the capacity of a 

relatively new Association. Practice has shown that of ten projects which were applied for, only 

one project application is approved, and the expectation of the Association’s management must 

be in that direction. 

Total revenues from all sources stated above represent the annual income of the Association. 

As already stated, the goal of the Association is to achieve financial sustainability for all desired 

planned activities, projects and programs. This sustainability is achieved when the expected 

annual revenue covers the realization of the anticipated annual costs for implementation of 

activities and operational functioning of the Association. The difference between the inflow 

and the expenditures of each year of the projection period must not be negative at any time if 

the Association is to be fully sustainable. 

17. ASSOCIATION BUSINESS PLAN UPDATE 

The aim of this Chapter is the resolution of the request and the Business Plan updating 

process. Since the operations and activities of the Association are not static, the update process 

is very important and allows the management team to have serious and objective assessment of 

their achievements throughout the year. Given the fact that every element of business planning 

model should be re-evaluated, the process is as important as the preparation of the initial 

Business Plan.  

17.1 Introduction 

The process of business planning is not a one-time activity, but a continuous process, 

with an annual review and update of the Business Plan, so that the Association constantly has 

a reference five-year Business Plan. The Management Board of the Association will schedule 

a time each year to perform an update of the Business Plan. Constantly updated Business Plan 

is what makes order out of chaos. It becomes a process of long-term planning that will represent 

the strategy, objectives and steps to be taken with a constant awareness of the results of these 

steps. 

The updating process will allow the Management team to have serious and objective 

assessment of its achievements throughout the year, in relation to the strategic objectives and 

measurable targets in the Business Plan, and to evaluate the results of action plans in achieving 

the desired goal for that year. 

Every element of business planning model should be examined. Of particular 

importance is the comparison of performance indicators from year to year, as well as with the 

aforementioned Strategic Goals. It is very important that the Management team be totally 

objective in considering and analyzing the work of the previous years, and to consider any 

changes to the action plan to ensure the achievement of Strategic Goals. 



17.2 Keeping and updating of the Business Plan 

The business planning process is a set of steps that the Association will go through and 

actions to be taken when creating a Business Plan. In fact, it describes how we develop our 

Business Plan. While most people focus on the “final outcome”, i.e. the Business Plan itself, 

the process of business planning is also very important. 

The Association will update the Business Plan during the first month of the fourth quarter of 

the fiscal year of the organization. 

Since the operations and activities of the Association do not stagnate, the updating process is 

very important and allows the Management team to have serious and objective assessment of 

their achievements throughout the year. Given the fact that every element of business planning 

model should be re-evaluated, the process is as important as the preparation of initial business 

plan. All this will provide: 

• Understand the importance of updating the Business Plan. 

• Scheduling the updating of the Business Plan. 

• Understanding the process of updating the Business Plan. 

But generally, updating the Business Plan should be implemented during the last quarter. The 

aim of updating the Business Plan is to be adopted by the Management Board by the end of 

the year. 

17.3 Preparing for Business Plan Update Process 

It is a common practice that the President of the Association facilitates the process of updating 

the Business Plan, sets the timetable of the planning process and generates the required financial 

statements that are required to assess current performance according to previous Business Plan. 

This is done in collaboration with a team that is usually the source of all business activities and 

data on performance. 

In order to have a year of data on the execution of the plan, while conducting the process of 

updating the Business Plan at the beginning of the fourth quarter, the Management team has 

two options: 

Use the data from the four quarters of the year (i.e. the last quarter of the previous year and the 

first three quarters of the current year). Or, as the staff and financial management teams point 

to the planning process, use the first three quarters of the calendar year, and 

STEP ONE 

The financial reports for the third quarter and management reports for the four previous 

quarters. 

STEP TWO 

The Management team makes preliminary changes to the action plans. 



STEP THREE 

The Management Board finalizes changes to action plans. 

STEP FOUR 

President of the Association shall issue a new forecast budget for the first year. 

The Management team will meet for discussion and approval. 

FINAL STEP 

The Management team provides a recommendation to the updated Business Plan to the 

Management Board. 

Meeting for discussion and approval. 

Forecast performance in the fourth quarter, which would be developed by the President of the 

Association. 

Since the Management team will participate in periodic management meetings during which 

reports for each prior period would be reviewed, and improvements to performance will be 

made, compared to planned targets, the updating process of business planning should not be 

considered a large undertaking, but only a chance to fully examine the Action Plan and budgets 

in the light of the execution. 

17.4 Conducting the Business Plan Update Process 

The great thing in the process of business planning is to influence upon the Management 

Board to re-consider the future of the Association, and not just the current activities. 

The process of updating the Business Plan will apply the same discipline that is used 

when the Management team first developed the Business Plan. In this sense, we should consider 

changes in the Action Plans, if they do not produce the expected results. 

17.5 Approval by the Management Board of the Association 

After the Business Plan is updated for the next five-year period, it should be presented to the 

Management Board for approval. President of the Association will present it to the Management 

Board with the present Management team. Presentation should transmit the results of the 

updated Business Plan, divide all the major decisions of business activities that would have an 

impact on them, and indicate the future plans of the Association. 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

  


