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The key to success 
is measurement
Anyone can start a company. But making it profitable 
and sustainable in a competitive economy requires 
skills and expertise. Pam Underdown (right) 
explains what you need to do

EvEry largE business in the 
world today started out as a small 
one. In fact, the average Fortune 
500 Company began with an ini-
tial investment of less than 
$25,000. 

Heinz started with horseradish 
and a horse-drawn buggy. Sony 
started with rice cookers. Marriott 
started with a root beer stand. 
Proctor and gamble started with 
selling candles door to door. They 
all started small.

The real reason they are among 
the largest businesses in the world 
today has nothing to do with the 
‘idea’ or the product the founder 
created and everything to do with 
the skills they had to grow it. 

Success in business has nothing 
to do with the idea, the product or 
the service being sold and every-
thing to do with the skills neces-
sary to execute.

Sadly, most businesses fail 
before their fifth birthday, and 
the reason has little to do with the 
idea. 

Knowing what you’re doing
We all know the great business 
owners out there who are rich and 
successful in business because 
they know how to run the busi-
ness side of their business. 

They understand and use the 
critical business skills and tools 
that are essential in order to create 
sustainable financial success. Of 
course, there are the lucky ones, 
but even they must find a way to 
sustain their good fortune before 
their luck runs out.  

long-term sustainability always 
comes from knowing what you 
are doing and measuring your 
progress. Businesses don’t run 
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themselves and, tragically, there 
are many business owners who 
don’t know how to run them 
either. 

Many jump around from the 
next shiny new technology or 
equipment to the next ‘new’ mar-
keting campaign in an attempt to 
just get rich.  

This is ultimately a short-
sighted goal, as the goal of run-
ning a business should be about 
creating a sustainable financial 
asset for the long haul and not 
just about getting rich quickly.  

short-sighted attitude
There are far too many books and 
experts out there who claim you 
can get rich in a ‘four-hour week’ 
but this is nonsense and a short-
sighted attitude which can even-
tually mean that the business 
owner either quits or is just too 
exhausted to carry on.   

Many business owners believe 
that the key to increasing profits 
is just to increase the sales, but 
that is not the only requirement. 

It is only by acquiring the skills 
and tools you need to understand 
and measure all of your activities 
and results – financial, marketing 
and business – that you will own 
the key to knowing which activi-
ties need to change in order to 
produce superior profits and sus-
tainable cash flow.  

as Charlie Munger – Warren 

Buffet’s business partner – says: 
‘Business is highly complex and 
anyone who says it’s easy is stu-
pid’. as a health professional, you 
know that staying good at any-
thing requires learning and exe-
cuting the right skills and tools 
and then practising them over 
and over.  

When you first start your medi-
cal aesthetic training, you will 
need models and free patients to 
practice on before you feel com-
petent and confident in your 
skills and abilities.  

Even though you will, no 
doubt, have your many years of 
medical experience and years of 
injecting, you will still need to go 
through this steep learning curve 
and continue to practise your new 
skills over and over again.

intellectual sport
Business is no different. Every 
skill is learnable and mastering 
the business of aesthetics will take 
time, effort and patience. 

Succeeding in business is highly 
complex and anyone who tells 
you otherwise is trying to sell you 
something.  

Business is an intellectual sport 
and anyone who plays the game 
with their emotions and guts does 
not win. 

There is simply not a way to ‘get 
lucky’ sustainably. Napoleon 
Hill’s best-selling book is called 

THINK and Grow Rich not Use your 
Gut and Grow Rich or Do What you 
Love and Grow Rich.    

Too many people make the mis-
take of believing they can get rich 
and stay rich just by doing what 
they love. Of course, doing what 
you love may leave you feeling 
fulfilled and leaves you feeling 
energised and excited, but in 
many cases, it will not create 
long-term financial success. 

Business is a game and, like any 
game, there are winners and los-
ers. There is fierce competition 
and a set of rules. There is not one 
competitive sport out there that 
has an announcer who says 
‘Don’t worry. We don’t have a 
scoreboard, as no one looks at it 
anyway’.  

Read the scoreboard
But, yet, that is how the majority 
of people play the game of busi-
ness. There are bad moves and 
good moves, but it is the strategy 
and the ability to read and under-
stand your business ‘scoreboards’ 
that is critical.  

‘If you can’t read the score-
board, you don’t know the score. 
If you don’t know the score, you 
can’t tell the winners from the 
losers.’ Warren Buffet.

you must know your facts and 
this  means your numbers. 
Numbers don’t lie. Ignorance is 
not bliss and facts won’t cease to 

Computing power
You will need to have a good computer system that 
can easily provide reports to tell you:
 revenues
 number of new patients/number of existing 
patients
 percentage of revenues to overhead costs
 Average order size per patient
 Average number of return visits per year
 revenue streams broken down by procedures and 
treatments
 marketing source
 return of investment (roi) for each promotional 
effort
 Cost per patient: determining the cost to acquire 
and maintain a medical aesthetic patient is key to 
maximising practice profitability

exist just because you ignore 
them. anyone who hates to meas-
ure does not want to be held 
accountable.  

Think about it. If you started to 
measure the most critical aspects 
of your business right now, not 
only are you more aware of what 
is actually happening – hourly, 
daily and weekly – but those 
numbers will improve just by the 
simple act of measuring them.  

When it comes to business and 
financial analysis, it starts with 
the numbers and you can’t under-
stand the numbers if you can’t 
speak the language.     

Is your clinic profitable? While 
a review of accounting statements 
or tax returns will tell you if your 
operation is in the red or the 
black, you need to know an awful 
lot more than that. 

For example: is each patient you 
treat profitable? and did the new 
dermal filler campaign you just 
completed bring the return on 

investment you originally esti-
mated? For many practices, these 
questions are more difficult to 
answer.

go through your database and 
study your accounts receivable 
carefully. you’ll see certain pock-
ets of positive results that you can 
get more of, if you simply put 
some effort into promoting them.  
look for trends. 

Replicate your success
Which are your most popular pro-
cedures performed? Which proce-
dures are the most profitable, 
taking into account how much of 
your own time is inv olved? The 
fastest and easiest way to increase 
your revenues is to replicate your 
successes again and again.

Study your patient demo-
graphics. you will see trends in 
age, gender, marital status, home 
ownership, children, education 
level, occupation and income.  

you’re  not  judging your 

patients. you’re simply learning 
the type of person who is most 
likely to be attracted to you for 
certain procedures. 

By the way, if you don’t like the 
trends you come up with, you 
need to change your marketing to 
attract those whom you do want 
as your preferred patient.

you will need to have a good 
computer system that can easily 
provide reports to tell you vital 
information – see box to the left.

Taking the time to determine 
the cost of acquiring new patients, 
as well as the potential long-term 
profit margin for specific patients 
groups can help you fine-tune 
your pricing. 

It can also streamline opera-
tions and zero in on your most 
successful marketing avenues, 
culminating in increased profita-
bility.

This data will help you deter-
mine where to spend your time, 
money and resources to put more 

when it comes 
to business 
and financial 
analysis, it 
starts with the 
numbers and 
you can’t 
understand 
the numbers if 
you can’t 
speak the 
language

efforts in certain areas such as 
patient flow and staff training 
and less in areas that are not help-
ing you or your bottom line.  

Ensure you keep great records 
again this year so you can com-
pare your numbers to last year, 
because these numbers are either 
getting better or worse but defi-
nitely not the same.  

Better yet, compare week by 
week, rather than by month or 
quarter, so you can change course 
mid-week if you need to.  

Measuring and managing the 
critical aspects of your business is 
the key to sustainability. you can’t 
sustain something unless you 
know what is working and what 
isn’t.
 next month: how to 
create a compelling patient 
experience and watch your 
profits grow overnight

Pam Underdown is chief executive at 
Aesthetic Business Transformation


