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Somewhere along the line, the numbers and pro�tability of the business become buried
beneath the operations.

We guarantee that by asking yourself the questions in this book, and re�ning how
you do things as a result of your answers, you will start to see improvements in your
business pro�ts immediately.

When it comes to running a business, making a pro�t has to be top of the list of priorities,
right? It’s why you’re in business after all, isn’t it? To build a business that funds the lifestyle
you want?

Whatever your ultimate goal, whether it’s building a business worthy of sale that gives you a substantial retirement

fund; �nding that elusive work-life balance to free up time; or funding a villa in the sun or world cruise, these can

only be achieved by building a business that makes pro�t - and plenty of it.

But believe it or not, business leaders can very easily lose this focus. Often, without even realising it.

It’s very easy to get caught up in the day-to-day running of a business. We see it time after time. Your attention is

diverted away from pro�tability onto productivity. You spend all your time focusing on getting through the

workload, ful�lling orders and just keeping on top of it all. Very soon, the accounts can become a function, rather

than the driver of activity.

When we question business owners about their pro�t-making activities and the nitty-gritty numbers of their

cash�ow and accounts, you might be surprised how many struggle to answer.

This doesn’t make you a bad business owner, it just means you’ve been caught in this trap.

Ask yourself, have you found yourself: 

• Working at full capacity, but not seeing the rewards �nancially?

• Working hard to stand still, not seeing any growth in your business or pro�ts?

• Constantly �re-�ghting to stay a�oat and keep the cash rolling in?

  

If so, don’t despair! This ebook has been written especially for YOU!
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How can we be so sure? 

Why? Because ALL OF THIS IMPACTS YOUR PROFITABILITY! And our aim is to
make clients’ businesses more pro�table. 

We’re not business coaches, it’s true. In fact, one of our tips in this book explains why we
think you should hire and work with a business coach. Our expertise lies in the numbers of a
business.

What makes us different, however, is that we don’t simply do the �nancial calculations for our clients to keep their

accounts in order. 

Why listen to us?

Because we’ve used the same guidance to help our accountancy clients and, without fail, they have all made more

money. And quickly!

We delve deeper into the �gures, taking a holistic approach to cash�ow and pro�t and loss, looking at why the

�gures are what they are. 

Alongside the income, expenditure, cash �ow, tax ef�ciency and pro�t and loss in a business, we look at: 

• Business planning 

• Business structure and staf�ng 

• Systems and procedures 

• Pricing 

• Customer service 

• Sales and marketing 

We don’t always offer answers in terms of HOW you make the changes you need to in these areas, there are other

experts that can do that much better. But what we  do is identify areas where improvements could 

 - and help you focus on the things that will help you MAKE MORE MONEY.

can boost income

almost instantaneously
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By dipping into this book, we GUARANTEE you’ll walk away armed with WAYS TO
IMMEDIATELY IMPROVE YOUR PROFITS. 

How to use this guide
This ebook isn’t intended as a one-sitting read, cover to cover. It’s designed to be used as a
workbook.

Each point in this book is designed to give you something to think about in relation to your business. Its aim is to

help you re-focus on PROFIT as you do so.   Thinking about how each element of your business affects pro�tability

will help you identify, and act upon, areas where changes could have a big impact.

We suggest you start with number one, but after that it’s up to you. Flick through and �nd a point of interest and

work on that area of your business. We promise it will pay dividends. 

All you have to do is start…
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Can you answer all those questions we talked about in terms of the nitty-gritty numbers of
your business? 

1. Know your numbers!

You don’t need to be an accountant to work out the �nancial �gures that are really important. Break it down into the

. These are what you really need to know and understand before you can plan for

greater pro�tability. 

following �ve magic numbers

How much does your business cost to run? 

Do you know your monthly �xed and variable costs? 

This includes everything from the cost of wages and premises to the of�ce consumables (and everything in

between). 

Try writing down the information, Dragon’s Den style, so you can show at a glance
the following:

Managing expenditure is key to maximising pro�tability, so get it written down in black and white what those
expenses are.

  Sales volumes and values
How much are you selling at the moment, on average, each month? 

Work out how you can express your product(s) or service(s) in ‘units’. How many units are you selling? 

This is your sales volume. 

How much is this making you in �nancial terms? 

Multiply the volume of sales by the selling price to give an overall �gure. 

This is your sales value.

  Costs
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In relation to your turnover, what percentage is net pro�t?

This is the cornerstone of all your transactions. 

  Bank balance

If you don’t already, start keeping monthly records. 

Making decisions as a business owner is dependent on you having a handle on your bank balance at all times, so keep

yourself up to date.

  Monthly income

  Pro�ts

Net pro�t is the one to focus on. 

It’s great to look back over a year and see you’ve made a pro�t but knowing where you are month to month is what

enables you to forecast and plan more effectively, so you can make even more! 

We also suggest you keep them visible, not buried in a spreadsheet on your computer!

Once you’ve calculated your sales value and your costs, you’re in a position to work out your pro�t margin. This is

the most critical metric to measure the �nancial health of your business. 

Do you know how much your business is earning each month? 

Are you easily covering your monthly outgoings with cash to spare, or just scraping by? 

This is the amount of turnover you have left after deducting  associated with running your business. all the costs

How much money is in your business bank account right now? 
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Are you stuck doing things the SAME WAY, rather than thinking whether it’s actually the BEST WAY?

The more streamlined you can make your operations, the more ef�cient you will be as a business. This frees

up valuable time that can be used to plan, re�ne and grow!

2. Evaluate your processes and procedures

Dig deep into your business processes and keep the following in mind for EVERY action: 

• Why do you do it? What does it achieve? 

• Is it absolutely necessary? 

• Who does it? Should they be doing it? Is it worthy of their time? 

• Could it be simpli�ed? Or automated? 
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Is the time spent on jobs proportionate to their worth in pro�t? 

4. Focus on the work that pays

Time is our biggest commodity. Treat it as such and be aware of how you, and others in your business, are
spending it! 

3. Be ef�cient with your time 

   How much time is spent �re�ghting problems? Are these recurring issues? 

   If you could prevent the problems happening in the �rst place, how much time would this free up? 

 Is time spent doing things that others (employees or outsourced companies) could do quicker, easier and maybe

better? 

  Are you using your time wisely to , rather than in it?







 plan and work on your business

The main focus of the business should be on jobs with higher pro�tability. 

• Are there certain clients that take more of your time for little gain? 

• Are you spending more time �nding new clients, rather than prioritising keeping the ones you have? 

• If you focused more time on bringing in larger contracts, would this bring more �nancial stability? 

Work on eliminating non-pro�table activities, so you can spend more time winning
the more lucrative work.
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Treat your customers as a valuable part of your sales team. 

Do your clients tend to stay with you for a long time, or do you sell to them once and they move on? 

Why is this? 

Could you do more to keep them longer? 

What is your client turnover? 

• Is it down to customer service? Why not ask them why they’re leaving? 

• Or maybe it’s a failure in communication on your part? Do you remind them you’re there? 

• Perhaps an incentive or loyalty scheme would keep them interested? 

• Can you tag on a ‘maintenance’ package of some kind after a sale? This not only gives you a further revenue stream,

but keeps you on a customer’s radar. 

Sometimes keeping in

touch can make all the difference. 

Word-of-mouth referrals can be the most powerful form of marketing. 

Or, if your business model is based on a high turnover of customers, selling a single
product to each, think instead about referral rate. 

Working on customer retention and referral rate can
signi�cantly reduce your marketing and sales spend – and time.

• Do you directly request referrals? If not, why not? 

• Is there a referral incentive? 

5. Improve customer retention and referral rate
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It's really important that you:

a) give these the attention they deserve. 

b) ensure the two are working in harmony. 

Marketing and sales are distinctly different roles in a business, but they do work hand-in-hand under the
overarching bracket of ‘business development’. 

6. Ensure marketing and sales are working 
in harmony

• Who manages the marketing and sales activities in your business? 

• Are they focusing on bringing in the most pro�table work? 

• Do they have a written plan? 

• How do they measure their success? 

• Do they regularly review what’s working, and what’s not? 

• Do they co-ordinate upcoming activity? 

• When’s the last time they tried something new?
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  To cross-sell, think about the Amazon sales model: 
‘customers who bought this also liked this, this and this.’ 

Put yourself in a potential customer's shoes. How easy is it for them to buy your product or service?

How many times have your heard someone say, ‘Oh, I didn’t know they did that as well!’? 

When a potential customer is searching for your product or service, you need to make sure they can:

Never assume a customer who approaches you for one product or service won’t be interested in your others! 

• Find you easily, whether that’s online or in person. Are you visible?

• Find out ALL the information they want quickly and easily, either from your website or your customer

service/sales team.

• Get a quote or �nd a price quickly and easily.

• Speak to you to raise queries. Are your contact details obvious?

• Buy from you easily. Don’t put barriers in their way.

  To re-sell, think about the hair salon model: 
‘shall I get you booked in now for your next appointment?’

   To upsell, think about the McDonalds sales model:
 ‘would you like to Go Large?’ 

7. Upsell, cross-sell and resell!

Ask yourself: 

• Are your customers aware of all of your products or services? 

• Do you have a process in place to cross-sell other offerings or upsell to higher ticket items? 

• Could you bundle products or services to make an upsell more attractive? 

• Do you keep in touch with customers to resell when appropriate? 

8. Make it EASY to buy from you
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Take a good, hard look at your expenditure!

ALWAYS think about what will bring the greatest bene�ts in terms of productivity and PROFITABILITY

Investing money in your business is inevitable if you want it to grow and succeed. But this should be planned
to maximise impact on pro�ts. 

10. Invest wisely

9. Minimise expenditure, maximise value

This could be: 

• Specialist tools or software that will make your business more ef�cient

• Skilled staff that will help develop your business

• Support agencies to �ll gaps in your team

• Employee training

Do this every month until it becomes a habit! Think about everything you’ve spent money on and consider: 

• Was it necessary? 

• Is it worth it? Don’t consider if something is the cheapest option – as this isn’t always the best option for your

business. Think instead of its value. What has it added to your business? 

• Are there more cost-effective ways of buying it? Is there a cheaper annual cost rather than spreading payments,

for example? Or could you buy in bulk once rather than keep topping up on smaller amounts?
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A business is nothing without its employees and it will �ourish or fail depending on how engaged and
motivated those employees are. 

Think about how you work with your staff currently. 

  Do you share your company vision with them? 

 Do you involve all your staff in discussions around business development? 

    Do you ask for their ideas? 

  Is there an open line of communication to raise concerns? 

    Do you discuss changes in procedures before implementation? 











11. Involve your team at every step

Having an employee-focused culture where staff feel respected, appreciated and involved will create a more

cohesive and dedicated team. This, in turn, will make for a smoother and more ef�cient operation. 

Involving your team in the decision-making process and taking them on the journey to growth with you will
bene�t your entire organisation. 

The quality of the decisions will improve, because you’ll have the right mix of skills and expertise at the table,
but you’ll also have people in place who are prepared, and in sync on what to implement.
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Leaving your bookkeeping means you’re effectively steering the ship blind for that
period of time.

How often do you do your bookkeeping? 

At the end of the month? At the end of the quarter? Or do you leave it until the end of the �nancial year? 
Lots of people do! 

13. Keep the books in order

Keeping on top of your bookkeeping  will help you manage your cash�ow far more effectively and react more

quickly to rectify dips in income or stem overspend. 

weekly

Budgets should form the cornerstone of your overall business plan, helping you set
goals and establish priorities. 

How far ahead do you budget your business �nances? 

12. Budget for the next 12 months

No matter how small or large your business, setting out an annual budget at the beginning of the �nancial year

should be a given.  Without an idea of expected income and expenditure, you’re launching into the coming year

without a framework, or a plan.

Your budget should take into account: 

• Past, present and future market trends 

• Identi�ed threats and opportunities for the year ahead 

• A detailed view of assets 

• Realistic revenue expectations 

• Anticipated expenses 

A well-prepared budget will also help with evaluating the performance of your company over the course of the year.

By tracking actual revenue and expenses and comparing them to what was budgeted, you can measure success, and

identify issues and opportunities.
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Think about what ‘good enough’ means in your business.

Are you a complete perfectionist?
Do you micro-manage to make sure everything meets your exacting standards? 

You might think this is a positive trait in business, ensuring the highest standards in your work. But it can, in reality,

hold you back. 

14. Think ‘good is good enough’

It can: 

  Prevent you from delegating, as you believe no-one can do it as well as you! 

  Slow your productivity, as it leads to a culture of excessive scrutiny and over-checking 

Undermine staff con�dence if you’re over-critical 





  

You can let some things go and still work to an extremely high standard!
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How do you determine the price for your service? 

There can be merits to all of the above, but if you want to get a handle on the money coming into your business, you

need to make sure EVERY JOB is making you enough pro�t to make it worthwhile. 

Review your pricing regularly with this in mind.

16. Review your pricing structure 

Business USPs and marketing messages should not remain static, but evolve as the
business grows and react to current market trends.

When is the last time you reviewed your USP? Is it still hitting the mark with your target audience? 

Do you have different strengths now you’re more established?

   Are you still targeting the same customers, or has your ideal customer demographic changed? 

  Is there something more important to your customers now? 

  





15. Test your USP and marketing message

Many businesses keep plugging the USP they identi�ed as a start-up, without considering how their business, and

the market, might have changed. 

• Is it led by competitors, making sure you can undercut to ensure you get the work? 

• Is it more value led? Do you offer a better service and sell the superiority of your product or service? 

• Do you have different levels of pricing, from budget to premium? 

• Do you have a set price list, or do you price on a job-by-job basis? 

• Do you swap and change your pricing policy depending on the customer or project? 
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Sacking unpro�table clients is a wise business move. It leaves you clear to attract and
ful�l more lucrative work.

Do you choose your customers? 
Do you evaluate their worth in �nancial terms? 

17. Sack unpro�table clients

If you are �nding a client or job is time-intensive, problematic or a drain on your energy - don’t be afraid to part

ways and suggest they �nd an alternative supplier. 
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Find the right one for you and it can be one of the best investments you’ll make.

A business coach is great at 
  Helping you set and work towards goals 
   Keeping you accountable to get things done 
   Offering an outsiders perspective on your business 
   Giving you encouragement and keeping you motivated 






A business coach, in our opinion, can do far more than help you grow your business. They can keep you sane!

18. Invest in a business coach or mentor

As a business owner, have you ever:

• Felt overwhelmed?

• Doubted your decisions?

• Lost sight of priorities?

• Found it dif�cult to make the tough decisions?

• Felt alone and not known who to turn to for advice?

• Needed a sounding board for ideas – or gripes?
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BOOK A DISCOVERY CALL!

Here at Get Smart Accountants, we specialise in supporting business

owners to improve pro�tability and 

build a business that funds their dreams.

 

For more useful resources and information on our range of services,

please take a look at our website.

https://getsmartaccountants.co.uk/book-a-discovery-call/
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