
W
elcome to the sixth and final article in 
my “master the business of aesthetics” 
series. This month I am sharing a number 
of strategies from my favourite business 
coach and mentor, JT Foxx. Let’s get 

straight into it…

STEP 1: Start with a review of the previous 12 months. 
What went well? What didn’t go as well as you would 
have liked? What challenges did you face and overcome 

and which areas do you still need help with? Take the time 
out of your business to carry out a detailed analysis using 
“zero- based thinking”. Ask yourself: “Knowing what I know 
now, would I still make the same decision?“ Would you hire 
that employee; start the same business; purchase that 
piece of equipment etc. again? If the answer to this question 
is “No!”, then the next step is to ask yourself, “how do I get 
out of this and how fast?” In other words, revert to zero and 
start from scratch. This is the ultimate “drawing a line in the 
sand” and moving forward exercise.
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In the final part of her series on business transformations,  
Pam Underdown shares a proven 12 step process for success 

Steps to success 
STEP 2: Evaluate what happiness and fulfilment looks 
like for you 12 months from now. Give yourself five  
big, but realistic, goals. What do you want to achieve a year 
from today? Don’t make these goals too over the top as it  

will give you unrealistic expectations, but do make 
them big. What will your life and business look  
like? Will you be creating a lifestyle business that fuels  
your creativity, gives you time and a comfortable income,  
or are you looking to build a dynamic fast-growth performance 
business?  What is the end result? How much money do you want  
to make? Start with the numbers – revenue and profits  
and reverse engineer it. Start one year from today: ask 
yourself – how much would I like to take home? Then work 
backwards from there. If you want £100k in take home 
profit, what does that mean in revenue? Once you have 
calculated that, divide the figure by 52 weeks, so you know 
how much revenue you need to bring in each week, each 
day and then each hour. You will then clearly see how many 
clients/patients you need to treat, so you can then build 
your marketing plan to ensure this happens.
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STEP 3: Ask yourself, “what can hurt me over the next 12 
months?” What are the risks in your business? Key staff 
leaving? Or is it all based on you? What if something 

happens to your health, do you have insurance? What are 
your biggest weaknesses? Commit to fix them. If sales is a 
weakness, put time in your diary to turn it from a weakness 
into a strength. This is all about fixing the leaks and holes 
in your business in order to move forward. If you don’t 
know your numbers – fix it. If you don’t know how to market 
yourself – fix it. Get through whatever is blocking you. You 
may have failed already but, whatever you have done in the 
past doesn’t reflect what you can do today. Remember that 
every skill is learnable and that the one thing you are not very 
good at is usually the one thing that will make the biggest 
difference to your growth and success in the months ahead. 

Just make sure that you don’t implement any new ideas 
until you have fixed what’s wrong. Write a “stop doing list” 
i.e. make a list of all the things you need to stop doing, that 
you aren’t good at, or don’t enjoy. Then then write down if 
you got someone to do it for you, how much would it cost? 

STEP 4: Improve financial flow, control and visibility: all 
business owners should know their costs and cashflow 
daily. The biggest killers in business are pride, ego, 

greed and not watching your numbers. It doesn’t matter if 
you are a mobile or a part time practitioner – you are still a 
business owner – so you need to take full responsibility for 
your finances. Don’t have people doing it for you, no-one 
cares about your money as much as you do. You should know 
your cashflow by the day, or ideally by the hour – especially 
if you run a practice and have a team working for you. 
Knowing your figures on a daily basis means that you can 
see a problem before it gets out of hand and do something 
about it.

So, if you know that it costs you £1,000 a day to run your 
practice and you bring in £5,000 revenue a day, but one day 
the revenue drops down and your costs go up – you can 
do something about it – before it’s too late. It’s not micro 
managing – it’s about knowing what is really happening 
with your business. If someone else manages the day to day 
finances, then ensure you get daily reports that include the 
headline figures and always make sure that no-one spends 
money over a certain limit without your approval. If you 
don’t know your numbers, learn. It’s your job to be the best 
you can be at every single aspect of running your practice. 

If you need to improve your cashflow and profitability, 
then think: “cut, cut, grow”. Cut out the non-essentials, but 
don’t cut the things that will help you with the growth of your 
business. Critical spending on marketing, training, branding 
and coaching needs to be in place to improve profitability. 
Many people make the mistake of cutting these things first, 
but you won’t get anywhere if you do that. Instead, cut the 
none essential costs.

RULES FOR CUTTING COSTS:
1. Every cost is up for grabs
2.   No cost too small – even black and white vs colour 

printing – could save ££ per year!
3. Start with suppliers - it’s the most painless
4. Find out what your competition is paying
5. Set non-negotiable budgets for employees 
6. Limit every day office expense items

STEP 5: Strategise, plan and anticipate growth to 
make sure you are ready for it. If you were to triple your 
business tomorrow what would it need? Who would you 

hire? What skills would you need? Could you fulfil every client 
without them waiting? Adding a new treatment or service 
every six to 12 months will lead to growth, but only if your 
patients want it. Ask them in a survey and do your homework 
before you introduce anything new. Don’t get blinded by the 
sales spiel of the rep, make sure you do your due diligence 
and don’t allow yourself to be pressured into anything.  

STEP 6: Ensure you have the right “small but efficient” 
team around you. Small is the new big, small speed boats 
turn quicker than big oil tankers. Small efficient teams 

will lead to growth and success. A players over achieve, B 
players do what you tell them to do and C players complain. 
A players tell B players what to do the whole time and the B 
player does the work of the C players. Make sure you don’t 
have A and B players working together – only have A players 
working together – don’t put B players with them. Train the 
A players to make decisions on their own as they will over 
succeed every single time. Create a new culture: one that 
gives a sense of belonging and the right climate for growth. 
Don’t micro manage, its hard to grow, just manage results. 
You don’t need to be the smartest person in your business – 
you need to have the smartest people around you. 

STEP 7: The more unique selling points (USPs) you 
have the more successful you will be – particularly 
in this highly competitive marketplace. Keep asking 

yourself “why me?” If there are two practitioners fighting 
for one patient ask: Why me? Why my treatments? Why my 
business? Am I clear on my USP’s? Are my team clear? 

STEP 8: Under promise and over deliver. Create as many 
“wows” as you possibly can in your service and delivery. 
The more wows you have, the more you will make. It’s 

hard to sell wows, as it’s something you have to experience, 
but the more wows people experience, the more they will tell 
others and share it on social media. But when people are un-
wowed you will be destroyed. Most don’t tell you – they tell 
others. Find all of the “un-wows” in your business, whether 
it’s a rude receptionist who has a bad day, or a therapist 
who isn’t pulling their weight. Find them, do what you can to 
improve them, or eliminate them. Remember, your team can 
make you look really good and can make you look bad as well. 
If you take care of your clients (and your team), they will take 
care of your profits and your success.

STEP 9: The more you strategically and consistently 
market your business, the more likely you are to 
succeed. Most people will work on marketing when 

they have free time – that’s the worst time, as it’s too 
inconsistent and you won’t get results. Every minute of your 
day should be planned. Think ahead, manage your time as we 
all have the same 24 hours. 

It doesn’t matter what type of business you have, you’re 
in media. Whether you have a part time business, or a 
full time practice, you need to become better at creating 
the media that tells your business story and educates 
prospective patients. You need lots of videos, before and 
afters, testimonials and useful content. In addition to > 
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the media, you’ll also need to be more tech savvy. You need 
systems that do the heavy lifting for your business. You need 
your website to be mobile, desktop and tablet compatible – 
not just “friendly”.   

STEP 10: The more you implement the more success  
you will have. Get your whole team thinking of new  
ideas. The number of ideas you come up with x the  
speed by which you implement them x the number of 

decisions you make = the more rich and successful you will 
be. If you implement 15 or more ideas a month from your 
strategic thinking and planning sessions, then you will 
have a minimum of 20% growth. If you implement eight to 
14 ideas then you will have 3-5% growth a year and if you 
implement less than seven ideas, then you will have flat or 
negative growth. This formula will help you grow quickly.

Make quick decisions, in five seconds or less. Think less 
and do more – quickly! The number one killer to success is 
procrastination. The worst thing in life is regret. Make a 
commitment, do it and don’t quit or give up. If it’s not the right 
way of doing it, then figure out the right way of doing it: like 
Thomas Edison – he failed 10,000 times but he didn’t say it was 
a failure, he said “I’ve just found 10,000 ways that won’t work.” 

>> Pam Underdown is the founder and owner of Aesthetic Business Transformations, a business coach, trainer and 
speaker working exclusively in the medical aesthetic industry.  After establishing her first aesthetic business 
in 2005, she is uniquely placed to help aesthetic professionals understand exactly how to grow their practice, 
improve their marketing and increase their profits.  Pam holds regular training workshops across the UK and has 
her own online training programme covering all aspects of business, marketing, social media, branding, sales and 
finance. For more information please visit www.aesthetic-bt.com and connect with Pam across all social media 
channels for free training and tips.
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STEP 11: If you want to be successful – hire a coach. 
Look at the journey of all successful business owners 
– no one can do it on their own. Ask yourself: “What do 
I need coaching on?” Be honest, it’s not about looking 

bad, it’s about continuously striving for improvement. Don’t 
ask broke or inexperienced people how to run your business 
– your friends, your family or your colleagues – how do they 
know unless they have really been there? 

STEP 12: Finally, be a salmon: Swim upstream against 
the current of popular opinion – like salmon do – they 
swim upstream and jump out of the water, because they 
are focused on getting past the obstacles and getting to 

their destination. The salmon never says it’s too hard, I can’t 
do it, I must swim the other way. Unlike humans who, if they 
fail a couple of times, say, “it’s not working” and swim back 
downstream to where its comfortable. 

A huge thanks to JT Foxx for sharing his many 
strategies for success with his students. I hope you have 
enjoyed reading this series and that you have taken some 
of these tips and implemented them. I truly hope this 
brings you the happiness and success that you deserve 
and desire.  AM


