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Who’s driving
your bus?
Do you ever feel like your practice business is running you instead of the other way 
around? Lots of practitioners feel like that. Pam Underdown explains how to get back 
in the driving seat

The average business owner is 
overworked, stressed out, under-
paid and has little life outside of 
their business. he or she feels out 
of control and worries about their 
business, their staff, their cash 
flow and their bills 24/7.  

Businesses don’t run themselves 
and, tragically, there are many 
business owners who don’t know 
how to run them either. 

Most new business owners start 
with the technical know-how, get 
a logo and a website and then just 
jump straight into the daily tac-
tics of business and marketing 
without really taking the time to 
understand it properly. 

They dive head first into the 
‘daily doing’ without a strategic 
plan of action and then wonder 
why they aren’t getting the results 
they were hoping for.  

The fatal assumption they make 
is that if you understand the tech-
nical work of a business, then you 

understand a business that does 
that technical work. This is not 
true. The technical work of a busi-
ness and a business that does that 
technical work are two totally dif-
ferent things.  

every technician who starts a 
business goes through the same 
process of exhilaration, terror, 
exhaustion and despair as the 
work that they were so good at 
becomes the thing they despise 
the most. Typically, most busi-
nesses are run by a technician 
and, unfortunately, most techni-
cian-run businesses fail.

Feeling trapped
From experience, I know that 
many aesthetic business owners 
feel trapped, they don’t have the 
freedom that they set up their 
business for in the first place, sim-
ply because, without them, there 
is no business – they have ulti-
mately built themselves a ‘job’.  

ated for every aspect of your busi-
ness. The key is to make the 
business ‘systems-dependent’ and 
not ‘people-dependent’. It’s all 
about the systems.

advise your patients that you 
won’t always be available to serve 
them and that in 12 months’ time 
your protégé will be better than 
you, because they have been 
through your very high standards 
of training and your continuous 
improvement methods.  

and because they came to your 
business with no baggage and no 
preconceptions of how things 
should be done, you have ulti-
mately taught them to be even 
better than you, because the sys-
tem is even better than you – this 
is due to the simple fact you are 
always fine-tuning it and making 
it better and better. 

Key advice
I was fortunate to see the world’s 
number-one small business guru, 
Michael e. gerber, speak twice last 
November and what an honour it 
was. Michael has worked with 
over 100,000 small businesses in 
53 countries since 1977, so if any-
one knows about small business 
ownership, then Michael is the 
man.  

For those of you that haven’t 
heard of him, he is the author of 
the world’s best-selling small busi-
ness book of all time: The EMyth 
Re v i s i t e d  ( W h y  M o st  S m a l l 
Businesses Fail and What to Do 
About It). 

his book continues to outsell 
itself day by day and year by year. 
If you haven’t read it yet and this 
article is resonating with you, 
then I strongly suggest that you 
make it a priority to read it very 
soon.  

I was excited to learn from 
Michael because I have also built 
myself a job before and I hear the 
same challenges from every  
aesthetic practitioner I speak to. 
So, what were the key pieces of 
advice I took away?  

Michael opened the seminar by 
explaining that most small busi-
ness owners start with the ‘how’, 
which are the tools and tactics, 
but never the ‘why’ and the 
‘what’, which are the foundations 
and strategy.  

he went on to say that the 
majority remain small, not due to 

No matter what stage you are at, 
as small business owners we are 
often so wrapped up in doing the 
daily doing that the ups and 
downs we experience often create 
a love-hate relationship with our 
businesses. 

To build a business that is sus-
tainable and profitable, you need 
systems, leverage and a team that 
operates efficiently – even in your 
absence. This means that you 
have to take time out of the daily 
running of your business to create 
this leverage and, for many aes-
thetic business owners, they find 
it hard to fit that time in. 

however, if you don’t find the 
time and you don’t go to work on 
the job you have built and start to 
turn it into a business, then you 
will only stay in the ‘job’, which 
means that you ultimately have a 
glass ceiling. 

This glass ceiling is your 
income, the number of hours 
available to work each day, the 
number of patients you can see 
every day, the prices you can 
charge, how much holiday you 
can take off and, ultimately, how 
tied you are to your business.

You won’t necessarily create 
more income by being a better 
injector – unless you are brand 
new to aesthetics. But the better 
you are at business and marketing 
and the better you are about 
teaching people the value of what 
you offer, the better your results. 

Big promises
So, what results are you going to 
achieve in your business this 
year? The truth is, we like to make 
big promises to ourselves in both 
our businesses and personal lives 
every day. But the real question is, 
what actions are you going to take 
to make to make yours happen?  

how can you grow, when the 
business is focused on just you, 
and everyone only wants to see 
you? Well, for a start, don’t 
employ the most experienced 
practitioner and expect them to 
do it your way, because they 
won’t – they will do it their way. 

You need to invent a system 
that can teach someone to do it 
better than you. hire someone 
without experience, turn them 
into your protégé and train them 
to implement your very high 
standards and your very detailed 
processes that you have now cre- ➱ p16
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lack of training, knowledge or 
understanding, but a lack of 
vision and a lack of clarity. If you 
don’t have a vision of where you 
want to go and what you want 
your business to become, then 
how will you build it?  

If you don’t know where ‘there’ 
is, how are you going to get there? 
If you can’t articulate a clear 
vision and purpose for your team, 
they won’t be as productive or as 
motivated as they could be.

standing still
Most business owners then get 
inhibited by their very acceptance 
of their situation; they are stand-
ing still because it’s either too hard 
or they simply don’t know how to 
move forward. This acceptance 
means they will never transform 
the job they have built for them-
selves into a business that can 
work independently of them.  

The majority of business owners 
won’t achieve the results they 

this is how we convert leads to 
customers; 
 Your client fulfilment system – 
this is how we convert customers 
into patients.   

remember, it has less to do with 
what is done in your business and 
more to do with how it’s done.  
The commodity isn’t what’s 
important – the way it’s delivered 
is. 

Keep fine-tuning
even if you never plan to sell your 
business, don’t forget that you are 
an investor in it: an investor of 
time, energy, emotion and money 
– so build it in the right way and 
keep fine-tuning it.  

You won’t sell your job or your 
patient database – that’s not a 
business to sell. You will only sell 
a system that works, one that can 
be replicated and scaled. 

Building a sustainable and prof-
itable business takes practice, 
practice, practice and constant 
improvement. During the never-
ending continuous improvement 
stage, ask yourself clarity ques-
tions such as: 
 What can be improved and 
how can it be improved? 
 ask yourself ‘what if’ questions 
such as ‘what if X happens in the 
future?’ 
 What is the best outcome, what 
is the worst outcome and what is 
the most likely outcome? 
 Where are all of the risks and 
how can you either eliminate or 
mitigate the risks? 

Be open, be curious and – as 
Michael says – keep asking your-
self ‘what’s missing in this pic-
ture?’  

During Michael’s parting words 
of wisdom, he explained that his 
success isn’t because he is a genius 
– it’s because he is curious. Next 
year at the grand old age of 80, he 
brings out another book – Beyond 
the EMyth – Why Most Small 
Businesses Refuse to Grow and What 
to Do About It. Both books are 
essential reading for all small 
business own-
ers – absorb and 
enjoy. 

Pam Underdown 
(right) is chief 
executive at 
Aesthetic 
Business Trans
formations

You could get lucky, but it won’t 
be sustainable. are you ready to 
commit to continuous learning – 
business, marketing and finance 
– not just clinical education? To 
constantly push yourself out of 
your comfort zone? 

are you ready to: 
 Make fewer excuses? 
 Make quick and often difficult 
decisions?  
 Spend time working on your 
business at the same time as work-
ing in your business? 
 Make your business ‘systems- 
dependent’ and not ‘people-
dependent’?

concentrate on outcome
Don’t just change the day-to-day 
tactical actions; it’s the funda-
mentals that are needed. Before 
you launch into how to build and 
scale your business, you have to 
always ask yourself about the con-
text – which is the ‘what’ and the 
‘why’. 

What is the outcome that you 
are there to design, build launch 
and grow? What are you here to 
do and why are you here to do it? 
What could your business 
become? What should your busi-
ness become? 

remember, it’s all about the 
outcome; it all has to be client- 
centric. If the outcome is to grow 
a business, then the system is the 
solution. 

You need to work simultane-
ously on developing your sys-
tems, by putting aside time every 
day or every week to move for-
wards. Document ‘how things are 
done here’ from sales, marketing, 
delivery, management and how 
you deliver upon your promise. 

Then invent:
 Your lead generation system –
this is how we attract people to us;
 Your lead conversion system –

desire, simply because it’s easy to 
say yes, but in reality most simply 
aren’t willing to pay the price that 
is necessary.

So are you willing to pay the 
price? If you want to turn your job 
into a business – you need to be 
really serious and really commit-
ted. Stop messing around the 
edges – if you treat your business 
like an amateur, you will get ama-
teur results. 

Don’t miss our 
2016 tax guide, 
available now 
as a free page-
turnable booklet 
on our website.
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