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NOVEMBER	2016	CONTENT	CALL:	
THE	PROFIT	MAXIMIZER	

Recording	Transcript	

For	a	lot	of	you	this	is	the	first	time	we’re	meeting	and	you	haven’t	even	had	your	one-
to-one	planning	session	with	me	yet,	so	you’re	coming	into	this	in	the	middle.	That’s	
great.	Just	jump	in	and	start	where	you	are.	That’s	the	best	advice	I	can	give	to	you.	
Don’t	worry	about	what	you	haven’t	done	or	lose	energy	feeling	like	you’re	behind	on	
certain	things.	The	program	is	designed	so	that	you	can	take	whatever	I’m	teaching	in	
the	month	I’m	teaching	it	and	start	to	apply	it	to	your	business.	These	are	tried	and	
tested	principles	and	strategies	I	have	used	to	grow	our	lifestyle	business	that	we	run	
from	the	luxury	of	my	home	in	sunny	Scottsdale	today.	We’re	not	teaching	theory	here;	
we’re	teaching	what	works.		

Over	the	course	of	the	years	that	you’re	working	with	us,	we	never	can	implement	one	
hundred	percent.		Even	with	all	the	good	will	in	the	world,	we’re	all	working	in	
businesses	and	we’ve	got	clients	and	other	demands	on	our	time.	It’s	about	taking	what	
you	can	as	a	starting	place	for	where	you	are	now	and	looking	at	what	you	can	
implement	and	integrate	moving	forwards.		

I	shared	on	a	previous	call	how	I	was	looking	back	and	laughing	at	my	naiveté	in	
business.	There	was	a	point	I	knew	I	didn’t	know	a	lot.	I	was	winging	so	many	things	and	
my	learning	curve	felt	so	steep.	I	naively	thought	that	if	I	kept	working	harder	and	
putting	the	time	in	I	would	get	to	that	place	where	I	knew	everything	I	needed	to	know	
to	run	a	business	and	everything	was	on	auto-pilot.	I	laugh	at	myself	affectionately	that	I	
thought	like	that	back	then.	The	truth	is	a	business	is	always	expanding	and	we	are	
always	looking	to	improve	and	grow.	We’re	constantly	changing	and	evolving	ourselves	
as	well.	That’s	part	of	the	delight	and	the	challenge	for	the	businesses	that	we	run	
because	a	lot	are	linked	to	our	expertise,	our	knowledge	and	our	growth.	As	we’re	
growing,	that	tends	to	have	a	natural	knock-on	effect	in	our	business	as	well.	I	like	to	
think	of	both	parts	–	ourselves	and	our	business	-	as	living	and	evolving	entities	that	will	
never	be	perfect.	That’s	just	a	crazy	goal	to	set	ourselves.	We	can	always	look	at	what	
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our	next	steps	are	to	improve,	to	get	better	results,	a	better	sense	of	satisfaction	and	
fulfillment.	Personally,	I	find	that	takes	the	pressure	off	of	having	to	do	it	all	perfectly	
and	know	everything	I	need	to	know	which	is	impossible.		

Today’s	topic	is	about	profit	maximizer.	This	is	one	of	the	key	nine	elements	in	the	
boutique	business	model	and	I’m	going	to	preface	this	by	saying	I	lot	of	you	are	not	
going	to	like	this	subject	today.	I	know	how	your	minds	work	–	nothing	to	do	with	
numbers.	Breathe	before	we	dive	in	today.		

A	bit	of	background	as	to	why	I’m	teaching	this	now:	I’ve	invested	a	considerable	
amount	in	mentoring	and	coaching	over	the	years	to	take	my	business	to	the	next	level	-	
some	good	investments	and	some	really	not	good	investments.	I	was	amazed	to	see	
over	the	course	of	those	investments	in	myself	and	my	business	how	few	business	
coaches	and	mentors	were	talking	about	money.	Specifically,	how	much	I	was	actually	
making,	how	I	was	tracking	my	numbers,	how	I	was	dealing	with	expenses,	was	I	paying	
myself.	Nobody	was	ever	asking	those	questions	yet	here	they	were	in	theory	helping	
me	to	grow	my	business.		

I	didn’t	know	what	I	didn’t	know	back	then	so	I	was	following	their	lead.	I	didn’t	know	to	
ask	some	different	questions	until	I	started	to	work	with	a	mentor	who	really	was	
looking	at	the	numbers	which	gave	me	a	very	different	relationship	with	my	own	
business	and	where	I	really	needed	to	step	up.	In	the	industry	of	business	coaching,	one	
of	the	biggest	mistakes	is	that	people	talk	about	top	line	revenue.	They	talk	about	
revenues	and	incomes	and	6	figures	and	7	figures	and	multiples	and	that’s	the	world	
that	I’m	a	part	of	and	certainly	part	of	the	world	that	I	was	being	coached	from.	One	of	
the	fundamental	mistakes	in	business	is	that	people	talk	about	top	line	revenues	and	
incomes	without	talking	about	profit.	That	was	a	lesson	I	had	to	learn	the	hard	way.	
There	is	nothing	that	you	can	shock	me	with	because	I’ve	committed	most	of	the	big	
mistakes	that	there	are	to	make	in	business.		

Nobody	was	having	those	conversations	with	me	about	profits;	it	was	all	about	the	
numbers	that	give	us	those	bragging	rights	and	status.	When	I	started	to	look	at	it	
deeper,	I	realized	there’s	no	point	in	making	money	if	we’re	not	keeping	money	or	not	
able	to	build	a	business	that’s	financially	healthy.	The	struggle	that	you	might	be	
experiencing	now	is	just	going	to	carry	on	but	it	will	become	an	even	bigger	struggle	
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with	multiple	zeroes	attached	to	it	and	a	lot	of	stress.	I	don’t	want	that	for	you.	I’ve	had	
to	learn	some	of	those	things	the	hard	way	and	I’d	rather	put	this	on	the	table	as	part	of	
the	boutique	business	model	early	on	so	that	whatever	level	of	business	you’re	at	right	
now	you	can	start	to	think	about	that	and	how	you	will	be	maximizing	profit	in	your	
business.		

As	always	I’m	going	to	break	this	down	into	simplified	concepts	so	that	this	becomes	
manageable	and	practical	because	I’m	not	an	accountant	or	a	numbers	girl	by	trade	but	
what	works	for	me	is	very	practical	concepts	that	I	can	implement	in	my	own	business.		

Let’s	start	with	some	of	the	big	mistakes	that	I’ve	discovered	and	that	I	see	other	people	
talking	about	in	the	industry	of	business	coaching.	One	of	the	top	mistakes	is	that	
everybody	is	talking	about	revenue.	When	I	say	revenue,	I	mean	the	highest	amount	
your	business	is	generating	in	a	year.	People	use	that	to	brag	but	it	doesn’t	mean	that	
you’re	keeping	your	sanity	in	check	because	it’s	really	about	the	amount	that’s	left	over	
–	the	amount	that	you	get	to	pay	yourself	and	the	amount	that’s	left	in	the	business	-	
that	really	allows	you	to	have	that	sanity	and	health	check.		

Some	of	you	have	met	Russ	Perry	who	spoke	at	one	of	my	events.	When	we	first	met,	
he	was	miserable.	He	had	just	decided	that	he	had	to	close	down	his	three	million	dollar	
business.	It	was	a	branding	agency	that	he	had	with	a	partner	and	he	felt	like	he	was	
married	to	his	bottom	line.	He	felt	like	he	was	never	going	to	be	able	to	achieve	his	
lifestyle	goals	or	the	things	he	wanted	for	himself	and	the	business.	At	the	time,	he	was	
really	concerned	about	his	health	and	well-being	because	he	was	under	such	stress.	Yet	
to	everybody	else	on	the	outside	he	was	running	a	three	million	dollar	company	with	big	
contracts	coming	through.	It	all	looked	really	great	and	sexy	on	the	outside	yet	he	was	
making	so	little	money.	Their	expenses	were	so	high	to	be	able	to	serve	those	clients	
and	they	were	never	making	ends	meet.	It	was	constant	robbing	Peter	to	pay	Paul.		

We	have	to	think	about	what	is	more	valuable.	We	hear	about	that	three	million	dollar	
company	-		and	it’s	easy	to	get	seduced	by	that	–	but	if	you’re	barely	breaking	even	only	
paying	yourself	a	salary	of	$60-70,000	a	year	to	run	it,	is	that	really	successful?	You’ve	
also	got	to	imagine	too	that	for	that	salary,	you’ve	got	a	ton	of	responsibility.	A	bigger	
team	to	manage,	a	lot	more	moving	parts	and	transactions	inside	of	that	business.	Is	it	
really	a	measure	of	success	compared	to	running	a	quarter	of	a	million	dollar	company	
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from	the	comfort	of	your	own	home	-		a	smaller	streamlined	team	with	more	help?	
You’re	able	to	pay	yourself	a	similar	salary	and	you’ve	got	ten	percent	profit	left	over	to	
reinvest	into	the	business	to	build	your	own	cash	flow	cushion	or	whatever	else	that	
might	be.		

A	lot	of	people	immediately	look	at	those	bigger	numbers	and	think	that’s	the	goal	but	
ultimately	it’s	really	what	you’re	left	with.	When	you	hang	around	more	seasoned	
business	owners	who’ve	been	in	business	for	a	long	time,	so	often	they	don’t	care	about	
the	top	line;	what	is	the	bottom	line?	That’s	the	piece	that	really	makes	the	difference.		
If	you’ve	got	all	of	these	expenses	and	overhead	is	constantly	causing	money	to	fly	out	
the	door,	over	time	it’s	not	going	to	be	a	sustainable	model.		

Linked	to	that	is	one	of	the	core	mindset	mistakes	many	people	make	which	is	thinking,	
“If	I	could	just	make	more	money	and	I	could	just	get	more	sales,	it’ll	solve	all	of	
problems.”	There	are	people	that	promote	that	it’s	all	about	sales.	I	agree	–	sales	are	
really	important.	Those	are	the	parts	that	bring	the	money	in	to	the	business	and	make	
the	cash	register	ring	but	maybe	you’re	not	profitable	with	what	you’re	doing	–	in	
particular	for	service-based	business.	Let’s	imagine	you’re	charging	out	$1,000	to	a	
client	for	a	program.	It’s	really	not	profitable	when	you	take	into	consideration	all	your	
expenses,	all	the	overhead,	everything	that	should	be	covered	by	that	and	your	salary	
and	a	cushion	for	profit.	Selling	more	of	those	isn’t	going	to	make	you	any	more	
profitable	particularly	in	a	service-based	business	where	often	we’re	not	able	to	do	
volume	because	we’re	selling	our	expertise.	Unless	you’ve	built	in	leverage	and	
automation,	selling	more	at	the	same	price	really	doesn’t	change	the	ultimate	
profitability	of	your	business.		

Probably	the	conversation	small	business	owners	hate	the	most	is	anything	having	to	do	
with	money.	It	used	to	make	me	feel	very	uncomfortable.	I	was	the	ostrich	wanting	to	
put	my	head	in	the	sand.	So	many	small	business	owners	fall	into	the	trap	of	thinking	
they’re	not	at	the	right	size	to	be	thinking	about	this:	“That’s	something	I’ll	think	about	
when	I’m	at	‘x’	hundreds	or	thousands	or	when	I	cross	to	6	figures	or	quarter	of	a	
million.”	It’s	always	that	thing	that’s	off	in	the	future.	One	thing	I’ve	discovered	in	
business	that’s	really	served	me	incredibly	well	is	to	think	about	developing	the	business	
with	the	mindset	that	I’m	building	muscles.	It’s	like	going	to	the	gym;	we	don’t	get	to	do	
the	advanced	weights	until	we	go	through	some	of	the	fundamental	moves	that	we	
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have	to	do	to	build	the	skills	to	work	up	to	those	more	complex	moves.		It’s	exactly	the	
same	in	business.	If	we’re	not	starting	to	learn	some	of	the	basics	at	an	early	stage,	it’s	
guaranteed	to	be	a	real	mess	later	and	become	very	overwhelming	because	you	just	
haven’t	been	building	that	skill	set.		

Let’s	think	about	some	new	ways	from	a	mindset	perspective.	What	is	profit	in	the	
simplest	way?	When	everything	is	paid	–	all	of	those	overheads	and	expenses,	other	
people	supporting	you	like	your	team,	vendors,	everything	that	goes	into	your	expenses	
–	when	those	are	paid	and	you	have	paid	yourself	an	appropriate	salary	for	the	job	
you’re	doing,	the	money	that’s	left	over	represents	profit.		

A	lot	of	the	mistakes	that	occur	in	small	business	are	because	people	do	not	have	a	
handle	of	their	figures	in	the	first	place.	They	really	don’t	understand	what	the	numbers	
are.	They’re	not	tracking	those	numbers	and	looking	at	them.	Sometimes	people	are	not	
paying	themselves	an	appropriate	salary	so	it	might	look	like	there’s	some	money	left	
over,	but	the	figures	aren’t	correct	because	you	couldn’t	get	somebody	else	to	work	as	
hard	as	you	are	willing	to	work	or	be	as	dedicated	as	you	are	willing	to	be	so	there’s	a	
lack	of	amount	that	you’re	willing	to	pay.	We	have	to	think	about	those	two	things:	all	
the	expenses	and	the	appropriate	salary	for	what	you	do	and	then	what’s	left	over	
would	be	profit.			

Some	of	you	have	already	given	me	feedback	and	shared	with	me	that	all	of	that	feels	so	
horrible	and	icky.	You	don’t	want	to	be	in	business	for	profit.	This	feels	like	corporate.	
This	feels	like	you’re	going	to	be	ripping	people	off.	Now	you’re	all	about	the	money.	
That’s	not	what	you’re	here	for.	You	want	to	make	a	difference.	I	want	to	give	you	an	
update	or	a	reframe	on	that	notion	of	profit.	For	those	of	you	who	want	to	be	able	to	
make	a	bigger	difference	in	the	world,	it’s	profit	that	will	help	you	to	do	so.	I	call	it	
“Profit	with	a	purpose.”	You’ve	covered	your	own	needs,	you’ve	covered	your	business	
needs	and	now	you’ve	got	an	excess.	An	excess,	abundance,	generosity	pot,	whatever	
word	you	want	to	use	-	as	the	business	owner	you	get	to	choose	how	you	use	that.	It	
might	be	that	now	you	have	an	excess	and	it’s	time	to	reward	the	team	of	people	that	
support	you	and	create	a	fun	experience,	pay	it	forwards	and	share.	For	those	of	you	
really	interested	in	charity,	contributions	and	philanthropy,	when	you’ve	got	that	profit	
egg,	you	can	decide	that	you’re	going	to	give	2%	of	your	profit	to	a	cause	that’s	close	to	
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your	own	heart.	Every	conversation	I	have	in	my	world,	you	want	to	give	back	to	
something	and	to	somebody.		

For	some	of	you,	it	means	there’s	extra	there	to	invest	in	the	business	and	getting	the	
help	that	you	want.	That’s	still	profit	with	a	purpose	because	now	by	paying	somebody	
else,	you’re	starting	to	transform	their	life	giving	them	an	opportunity	that	they	didn’t	
have	before.		

One	of	our	vendors	wrote	to	me	personally	to	share	something	that	she	had	been	able	
to	do	as	a	result	of	us	giving	her	work	through	our	events.	It	was	a	massive	deal	for	her.	
We	sometimes	forget	about	the	opportunities	that	we	are	able	to	provide	others	and	
help	them	accomplish	some	of	their	goals	and	their	dreams	when	we	are	more	
profitable.	I	want	you	to	think	about	this	sense	of	profit	as	“profit	with	a	purpose”	
rather	than	as	profiting	from	other	people	and	that	sense	of	taking	advantage.	That’s	
not	what	we’re	talking	about	here	at	all.		

This	has	been	a	big	mindset	shift	for	me	over	the	last	couple	of	years	because	profit	was	
always	this	ad	hoc	piece.	We’re	going	into	business.	I’ll	do	what	I	can	and	cover	the	
expenses	and	pay	my	team	and	then	see	what’s	left	over	for	profit.	It	was	actually	all	the	
wrong	way	around.	One	of	the	things	we’ve	been	working	on	in	the	last	couple	of	years	
is	reverse	engineering	that	process.	Instead	of	looking	at	it	as	really	hoping	and	praying	
there’s	something	left	over,	what	if	we	look	at	setting	goals	around	profit	and	setting	it	
first	high	up	in	the	hierarchy	so	that	we’re	intentionally	creating	profit	and	moving	
towards	some	of	the	goals	that	we’ve	been	setting.	I’m	going	to	show	you	very	simple	
ways	that	you	can	do	that	in	your	business.		

One	of	the	new	mindsets	to	also	have	as	you	grow	your	small	business	–	a	lot	here	I	hear	
in	the	small	business	world	–	is	this	fear	of	paying	taxes.	We’ve	gone	into	business,	we	
want	to	do	well,	we	want	to	do	good	work	but	we	don’t	want	to	be	paying	any	taxes.	
That’s	this	big	scary	thing.	It’s	a	way	to	dumb	ourselves	down:	“I’m	not	going	to	grow	
the	business	because	I	don’t	want	to	have	to	pay	the	IRS.”	“I’m	going	to	find	crazy	ways	
to	spend	money	and	lots	of	expenses	so	that	ultimately	I	don’t	have	to	pay	a	tax	bill.”	
It’s	really	back	to	front	thinking	because	you	never	will	be	paying	100%	to	the	tax	and	
paying	tax	is	a	measure	of	success.	It	means	that	you’ve	been	earning	more	money	and	
doing	better.	You	need	to	make	sure	with	an	accountant	that	you’re	able	to	offset	the	
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right	things	against	taxes	and	that	it’s	fair	but	ultimately	it	really	is	a	measure	of	your	
success.	It	holds	you	back	to	think	of	it	as	a	scary	thing	and	you	want	to	avoid	it.		

Lastly,	I	like	to	think	of	profit	as	oxygen	to	the	business.	It	gives	you	a	place	to	breathe,	a	
place	to	relax	into.	It	can	take	off	the	stresses	and	the	strains	because	it	is	essentially	
about	having	that	extra	cushion.	One	of	the	things	I	thought	about	this	morning:	I	grew	
up	in	southeast	rural	England	in	a	time	when	we	would	have	a	milkman	deliver	milk	to	
the	door.	As	kids,	we	would	have	whole	milk	delivered	in	glass	bottles	every	day	and	the	
best	milk	was	always	full	cream	because	it	was	back	in	the	day	when	we	weren’t	
worried	about	percentages	and	fat.	It	was	full	cream	milk	and	it	would	have	a	gold	top	
on	it.	A	gold	shiny	lid.	I	remember	it	turning	up	and	just	seeing	the	gold	shiny	lid	meant	a	
treat	in	store.	We	would	get	to	share	the	cream	that	was	on	top	of	the	milk.	In	that	
whole	pint	there	would	be	about	1/6th	of	the	pint	that	had	separated	to	the	top	and	it	
was	thick	cream	that	you	could	put	your	finger	in	and	scoop	it	up.		It	was	a	treat;	there	
wasn’t	an	excess	of	it	but	it	felt	really	good.		

That’s	how	I	want	you	to	think	about	profit	in	your	business:	all	the	good	that	can	come	
from	it	–	not	only	just	for	you	as	a	business	owner	because	now	you	got	extra	space	and	
expansion	to	grow	into	but	also	the	good	that	you	can	do	and	extend	out	into	the	world	
through	being	more	profitable.	Those	are	the	companies	that	can	give	back.	That	can	
invest	more	and	having	bigger	teams.	Use	more	vendors	and	you	can	start	to	build	your	
own	little	economy.		

Let’s	move	on	to	some	of	the	profit	leaks.	Where	are	you	losing	some	of	the	profits	in	
your	business?	Before	we	can	start	to	build	it,	let’s	plug	some	leaks.	We’ve	put	together	
some	very	simple	worksheets	for	you	so	you	can	do	the	work	yourself	and	listen	to	this	
again.	We	upload	this	recording	immediately	after	the	call	to	the	members.	I	really	
suggest	you	find	a	quiet	place	and	reach	out	to	one	of	the	other	members	of	
ACCELERATE	and	work	through	this	together	so	that	you	actually	build	some	
accountability	in	real	time.	I	want	to	speak	you	through	the	concepts	today	though	so	
that	you	can	actually	follow.		

The	first	step	is	around	plugging	the	profit	leaks.	Where	are	the	places	that	I	need	to	
change	and	make	some	adjustments?	I	think	about	this	like	a	bucket	with	holes	in	the	
bottom.	If	you’re	just	trying	to	put	more	money	in	the	top	but	you	have	holes	in	the	
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bottom,	you	can	try	and	put	the	water	in	the	top	quicker,	but	it’s	always	going	to	be	
leaking.	That	just	becomes	frustrating.	There	are	probably	lots	of	places	that	profit	is	
leaking	out	of	your	business	but	I	wanted	to	give	you	the	top	6	places	that	probably	
affect	all	of	you	today.	

Always	the	first	place	to	look	is	in	terms	of	your	own	mindset.	When	I	even	mention	
profit,	what	immediately	springs	to	mind	for	you?	Do	you	somehow	feel	it’s	bad?	
Greedy?	Does	it	feel	like	you’re	taking	advantage	of	other	people	or	being	a	ruthless	
person	you	don’t	want	to	be?	It	could	be	that	you	just	never	stopped	to	actually	think	
about	it.	It	could	be	a	lack	of	awareness	and	it	hasn’t	been	on	your	radar.	It	could	be	
something	else.	Are	you	one	of	those	people	who	is	constantly	saying,	“It’s	not	about	
the	money.	I’m	not	in	this	for	the	money.	That’s	not	the	important	piece”?	Because	you	
say	and	think	that,	anything	associated	with	money	becomes	a	zone	of	avoidance	for	
you.	My	mentor	used	to	tell	me,	“Money	will	always	get	your	attention	-	one	way	or	the	
other.”	You’d	better	make	sure	it’s	getting	your	attention	positively.		

For	those	people	that	say	they’re	not	in	it	for	the	money,	guaranteed	money	does	get	
your	attention:	late	payments,	not	being	up	to	date	on	filing	your	taxes,	not	collecting	
money	from	clients	that	owe	you.	It	gets	your	attention	typically	through	stress.	Most	of	
us	would	love	for	it	to	get	our	attention	through	positive	means	but	more	often	than	
not	it’s	probably	not	happening	that	way.		

I	want	you	to	think	about	where	your	mindset	is	based	on	what	you	know	today.	Then	
start	to	imagine	the	cost	of	thinking	like	that.	What	happens	as	a	result?	At	that	point	
you	might	be	saying,	“Money’s	not	important	to	me.	Let	me	think	of	some	specific	
examples	of	how	that	shows	up	in	my	business.”	It	might	be	true	that	you	realize	you’re	
not	invoicing	on	time,	you’ve	got	a	lot	of	late	payments,	you	don’t	have	a	handle	on	
your	numbers	or	you’re	not	setting	yourself	a	goal.	I	want	you	to	make	your	best	guess	
at	how	much	financial	cost	that	is	making	for	you	in	your	business.		

The	way	I	like	to	think	about	that	is	practical	and	step-by-step.	On	a	monthly	basis,	
conservatively	how	many	dollars	are	you	missing	out	on?	Let’s	say	$1,000	–	just	keep	
the	math	simple.	How	long	have	you	been	showing	up	like	that?	Might	be	5	years.	If	
you’ve	$1,000	a	month,	that’s	$12,000	per	year	and	if	you’ve	had	that	mindset	for	5	
years	then	you’ve	missed	the	opportunity	for	$60,000.		If	this	carries	on	for	another	5	
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years,	just	double	it.	You	start	to	think	about	the	numbers	and	they	add	up	scarily	
quickly.	Think	about	it	financially	and	conservatively.	What	do	you	think	it’s	costing	you?		

Then	start	to	write	down	some	new	actions	-	especially	around	mindset.	One	of	our	
clients	on	the	Q	&	A	call	last	week	said	they	now	have	a	new	mantra	at	their	desk:	
“Profit	is	about	making	a	difference.”	They’re	working	on	their	own	mindset	to	get	that	
realigned.	That’s	a	very	tangible	action	step.		

Next,	undercharging.	I	can	guarantee	you	nearly	everyone	undercharges	in	the	service-
based	businesses.	I’d	say	90%	of	people	are	undercharging.	Do	you	know	the	real	cost	to	
do	business?	All	of	your	hours,	all	of	your	expertise,	all	of	those	other	things	I	
mentioned	at	The	Big	Bold	Event	that	should	be	taken	into	consideration	when	we’re	
setting	our	fees.	It’s	not	only	the	transactional	cost	now;	you’ve	got	to	be	building	your	
future.	As	a	self-employed	professional	it’s	going	to	be	up	to	you	to	pay	for	health	
insurance	or	saving	for	retirement.	All	these	things	have	to	be	covered	somewhere	in	
your	fee	structure.		

If	you	know	you’re	undercharging	perhaps	on	a	certain	product	or	with	a	certain	type	of	
client,	I	want	you	to	work	out	how	much	you’re	undercharging	by.	Look	at	it	by	financial	
cost	and	work	it	out	by	year.	Start	to	think	about	those	new	actions.		

Procrastination	is	another	big	one.	Napoleon	Hill	talks	about	it	as	one	of	the	biggest	
killers	in	his	book	Think	and	Grow	Rich.	Procrastination	is	taking	way	too	long	to	do	
things.	Overthinking,	overworking,	working	through	every	single	permutation	of	things	
before	you	ever	move	forward.	You	may	procrastinate	to	raise	your	fees,	work	with	
somebody	who	wants	to	work	with	you	or	follow	up.	How	many	of	you	have	someone	
who’s	expressed	an	interest	in	your	services	and	you’re	not	even	following	up	with	
them?	You’re	procrastinating.		

This	one	according	to	Napoleon	Hill	is	one	of	the	most	costly	areas	in	your	business.	I	
want	you	to	think	about	what	areas	you’re	most	procrastinating	around.	Start	to	track	it	
for	yourselves	because	for	people	in	business	the	areas	that	they	procrastinate	around	
are	the	areas	that	would	bring	in	money:	making	an	offer,	hosting	that	workshop,	
following	up,	having	those	sales	conversations,	closing	and	completing.	Those	activities	
that	are	going	to	bring	the	money	in	are	often	the	most	avoided	and	people	
procrastinate	around	them.		
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Another	leak	is	not	knowing	or	tracking	your	numbers.	On	Facebook	in	the	files	and	
resources	area,	you	will	find	a	very	simple	financial	spreadsheet	we’ll	be	using	often.	
Knowing	your	numbers	really	means	looking	at	how	much	money	you	are	bringing	in	
every	month.	If	I	was	to	look	at	the	2nd	of	every	month	for	what	you	made	last	month,	
could	you	tell	me	right	to	the	number?	Do	you	have	it	easily	on	hand?	Do	you	have	a	
handle	on	your	expenses?	Do	you	know	what’s	left	over	and	your	profitability?	That’s	
very	simple	–	knowing	your	numbers	–	but	it’s	a	big	area	of	avoidance.	It’s	a	big	leak	in	
the	bucket.	If	you’re	not	sorting	this	out	at	the	early	level	then	growing	your	business	
and	your	income	won’t	be	that	helpful.		

One	of	the	things	that	we’ve	periodically	done	in	the	ACCELERATE	program	is	get	our	
client	and	members	there	to	track	on	a	daily	basis	the	amount	of	money	that’s	coming	
in	so	they	actually	know	over	30	days	how	much	money	was	brought	into	the	business.	
It’s	a	fabulous	exercise.	Incredibly,	most	people	resist	doing	it	in	the	first	place	because	
it’s	scary	to	look	at	what’s	actually	happening.	What	starts	to	happen	is	what	we	focus	
on	expands.	If	we’re	looking	at	how	many	days	we	can	bring	money	into	the	business	
and	really	track	it,	you	start	to	naturally	want	to	see	more	there.	It’s	an	amazing	tool	
that	I	was	introduced	to	very	early	on	in	the	business	and	we’ve	continued	to	track	
probably	not	daily	but	not	far	off.	The	minute	we’re	really	tracking	those	numbers,	they	
increase.	We	get	excited	about	it.	We	know	what	we’re	doing.	It’s	like	a	dashboard	or	a	
speedometer	in	the	car.	Now	all	of	the	sudden	you	know	how	fast	you’re	actually	going.	
Do	you	need	to	press	the	gas	more	and	go	faster?	Sometimes	you	may	need	to	put	your	
foot	on	the	brake	and	slow	things	down	for	a	while	and	focus	on	some	other	things.	It’s	
a	really	great	tracking	tool.		

For	those	people	I	work	with	who	track	their	numbers,	they	see	them	increasing	
thousands	every	month.	I’m	not	talking	about	ten	dollars	or	twenty	dollars.	Because	
they	hadn’t	been	looking	at	them	before,	it	was	costing	them	thousands	in	missed	
revenue	each	month.		

The	next	area	is	linked	to	undercharging:	fear-based	pricing.	The	prices	aren’t	based	on	
profitability	and	making	financial	sense;	the	prices	are	set	based	on	fear.	What	might	
that	look	like?	We’ve	all	gone	through	it	in	the	early	stages	of	business.	We’re	so	excited	
to	have	someone	who’s	willing	to	pay	us	but	it’s	not	a	sustainable	way	to	grow	a	
business.	That	fear-based	pricing	is	you	worrying	you	won’t	be	able	to	get	clients	or	if	
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you	raise	your	prices	you’ll	lose	the	ones	you’ve	already	got	that	you	worked	so	hard	to	
get.	That	fear-based	pricing	especially	with	service	based	business	comes	from	fearing	
judgment	from	peers	and	other	people	within	the	industry.	You’re	going	to	be	raising	
your	head	above	the	parapet	in	a	way	that	most	people	in	the	industry	don’t	and	get	
fearful	of	what	peers	are	going	to	be	saying	and	the	judgments	and	the	criticism.		

Are	you	setting	your	prices	based	on	real	grounded	data	that	makes	sense	for	the	
business	or	is	it	based	on	fear?	Are	you	thinking	about	what	you	can	get	instead	of	what	
you	want	to	get?	Starbucks	is	a	great	model	for	expensive	coffee.	They	designed	their	
business	model	believing	that	they	had	to	charge	‘x’	amount	of	dollars	for	fancy	coffees.	
Then	they	had	to	reverse	engineer	it.	If	they’re	going	to	be	charging	$7	for	a	coffee,	
what’s	the	added	value,	the	service	and	the	customer	proposition	that	they	now	need	to	
build	into	that	model?	There’s	always	a	way	to	rethink	that	pricing	structure.	

Sometimes	when	we’re	starting	out,	we’re	looking	at	people	who	are	similar	to	us	in	
business	and	we’re	making	comparisons.	We’re	thinking,	“If	I	charge	the	same	as	them	
or	if	I	charge	under,	then	I’ll	be	able	to	get	the	clients.”	It’s	not	based	in	real	data.	It’s	
based	on	a	scarcity	mindset	and	thinking	we	won’t	be	able	to	get	more.	We	have	no	
idea	how	that	competitor	has	set	their	prices.	Statistics	support	that	most	of	their	
pricing	is	faulty	in	the	first	place.	If	you’re	copying	someone	else’s	faulty	model,	it’s	
guaranteed	to	end	up	a	mess	in	your	business.		

The	last	leak	in	that	profit	bucket	is	not	thinking	about	having	a	profit	goal	as	separate	in	
your	business.	You’ve	got	to	think	about	the	appropriate	salary	–	how	should	you	be	
paying	yourself	for	the	work	you’re	doing	and	the	level	you’re	operating	at/how	
productive	you	are?	What’s	that	goal	you	want	to	set	yourself	around	profitability?	You	
tend	to	think	of	profit	as	a	percentage	of	your	overall	revenue.	That’s	really	the	way	to	
think	about	this:	not	necessarily	a	dollar	amount	but	in	a	percentage.		

The	truth	is	every	business	is	different	when	it	comes	to	profit.	Depending	on	your	
overhead	and	the	expenses	it	costs	to	service	your	clients,	everybody’s	profitability	
model	will	look	different.	However,	there	are	a	couple	of	good	rules	of	thumb	to	go	by.	
You	can	look	at	5%	of	your	overall	revenue	as	a	good	starting	point	for	your	profitability	
goal.	For	example,	if	$100,000	is	the	profitability	goal	for	the	year,	5%	is	$5,000	left	over	
to	invest	in	the	business.	10%	would	be	the	next	place	to	be	aiming	at	so	on	that	
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$100,000	profitability	model	it	would	be	$10,000	at	the	end	of	the	year	that’s	left	in	
profits.	The	higher	margin	is	around	15%.	There’s	a	lot	of	arguments	that	say	starting	
high	allows	people	to	come	in	and	undercut	you	in	the	marketplace	but	a	lot	of	that	
depends	on	you	and	your	positioning.		

Those	would	be	some	good	percentages	to	be	working	at	in	the	first	place	and	to	start	
to	set	some	goals.	Even	if	you	haven’t	thought	about	profitability,	you	might	want	to	
start	at	a	really	small	goal	like	2%	just	to	move	forward.	That	shows	you’re	headed	in	the	
right	direction.	I’m	not	concerned	about	the	percentages	right	now	–	more	that	you	
actually	build	that	muscle.	Think	about	this	in	your	business	so	you	can	start	to	build	on	
it	and	not	think	that	you	can	jump	to	a	high	percentage	when	you	haven’t	been	building	
the	percentage	at	a	foundational	level.		

If	you	were	to	start	working	on	plugging	some	of	those	profit	leaks	as	a	very	first	step	
and	do	nothing	else,	you	would	already	be	ahead.	You	could	take	that	from	today’s	call,	
work	through	this	with	an	accountability	buddy	and	pick	just	two	areas	out	of	the	six	
that	I’ve	put	there.	Laser	in	on	them	and	work	on	improving	them	and	you	will	start	to	
see	an	improved	model	in	your	business.		

If	you	ambitious	accelerators	want	to	take	this	a	step	further,	start	to	look	at	what	the	
things	are	that	you	can	do	to	boost	profits.	You’re	going	to	see	some	overlap	here.	
There	are	certain	things	in	a	business	that	always	help	us	generate	more	revenue.	We’ve	
got	to	find	ways	to	get	more	leads	and	more	qualified	people	to	be	speaking	with.	How	
many	new	leads	are	coming	into	your	business	through	events,	networking	and	
introductions?	Perhaps	some	of	you	have	some	leads	coming	in	online	through	your	
website.	You’ve	got	to	start	to	look	at	how	many	leads	are	coming	in	and	set	some	goals	
because	they	are	part	of	that	sales	process.	If	you	start	to	look	on	a	monthly	basis	and	
only	see	five	leads	coming	in,	you	know	full	well	if	you’ve	got	a	really	ambitious	revenue	
goal	you’re	unlikely	to	make	it	unless	your	conversion	rate	is	incredibly	high.	What	are	
some	new	actions	to	take	to	set	some	goals	around	the	leads	coming	into	your	
business?		

The	next	piece	is	you	may	have	leads	coming	into	the	business,	but	you’ve	got	to	learn	
how	to	have	a	sales	conversation	with	people	and	be	able	to	convert	them.	You	could	
start	to	look	at	currently	what	you	think	your	conversion	rate	is.	If	you	speak	to	three	
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people	do	you	really	expect	one	to	convert	into	a	paying	customer	so	you	have	a	33%	
conversion	rate?	It’s	either	increasing	your	conversions	or	increasing	your	leads.	It	
becomes	common	sense	at	this	point.		

Obviously	raising	fees	and	prices	is	the	quickest	and	easiest	way	to	raise	profitability	in	
the	business.	Where	do	you	want	to	be	in	terms	of	charging	for	your	services?	Set	some	
goals.	We	don’t	always	decide	from	one	day	to	the	next	that	we	want	to	charge	$5,000	
for	something	and	then	all	of	the	sudden	it’s	$25,000.	That	can	be	way	too	big	a	stretch	
for	that	kind	of	mindset.	It	could	send	you	into	overdrive	but	you	might	well	say	that’s	
ultimately	where	you	want	to	get	to	and	your	next	goal	around	that	is	to	raise	it	to	this	
next	level.	Start	to	really	break	this	down.		

One	of	the	things	you	may	recall	I	talked	about	at	the	beginning	of	this	conversation	
around	profit	was	your	expenses	plus	your	salary	for	the	work	that	you’re	currently	
doing.	Those	two	together	are	your	entire	expenses	for	your	business	and	what	would	
be	left	over	is	your	profit.	Some	of	you	probably	know	you’re	not	as	productive	as	you	
could	be.	You’ve	got	teams	or	vendors	that	you’re	paying	and	they’re	not	being	as	
productive	as	they	could	be.	This	is	something	that	is	really	going	to	affect	profitability.	
If	it’s	taking	you	ten	hours	to	do	something	when	somebody	else	could	be	doing	it	in	
four,	that	is	a	loss	of	profitability	because	it’s	not	productive.	It	means	spending	way	too	
long	to	achieve	the	same	result.		

This	is	definitely	something	for	you	to	think	about	as	the	business	owner.	Don’t	let	
yourself	off	the	hook	on	this.	Ask,	“How	productive	am	I	being	in	my	business?	Am	I	as	
productive	as	I	should	be?	Am	I	taking	way	too	long	to	do	things?	Am	I	spinning	my	
wheels?	Where	do	I	need	to	learn	to	become	more	productive?”	As	you	hire	a	team	and	
you	start	to	work	with	more	people,	if	you’re	not	stepping	up	your	game,	it	gets	really	
difficult	to	expect	more	of	others.	You	have	to	be	the	role	model.	When	you	can	start	to	
achieve	a	lot	more	in	less	time	and	less	effort,	you	naturally	become	more	profitable.	I	
think	you’ll	find	that’s	the	goal	for	many	of	you.	You	want	to	be	able	to	achieve	more	
but	to	be	working	less	hours	in	order	to	get	there.	Part	of	that	is	productivity.		

Another	area	to	keep	an	eye	on	is	expenses.	I’m	a	firm	believer	in	investing	in	the	
business.	Every	business	owner	needs	to	look	through	and	find	out	where	expenses	are	
getting	out	of	control.	I	had	a	business	coach	who	was	telling	me	that	I	had	to	fly	first	
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class	everywhere.	If	I	wanted	to	get	ahead,	it	was	“fake	it	until	you	make	it.”	I	bought	
into	it	for	a	while	until	I	sat	down	with	my	accountant	who	said,	“Your	travel	expenses	
are	way	beyond	what	they	should	be	for	the	size	of	your	business.	I	see	significantly	
bigger	businesses	with	less	expenses	than	yours.”	That	kind	of	conversation	was	crazy.		
This	is	place	where	we	can	easily	decrease	those	expenses.	It	doesn’t	have	to	be	
necessary	or	desirable	every	single	time	and	particularly	if	it’s	not	ending	up	back	into	
my	pocket	or	in	the	business.	All	I’m	actually	doing	here	is	putting	it	into	somebody	
else’s	profit	account.	Those	are	the	kinds	of	choices	we	have	to	make	in	a	business.	How	
can	you	achieve	those	goals?	Looking	at	expenses	in	a	business	is	definitely	one	way.		

We’re	never	going	to	be	massively	profitable	if	all	we	look	at	is	cutting	costs.	There’s	
only	so	far	we	can	go	with	that.	We	certainly	need	to	keep	our	eye	on	them	and	make	
sure	that	our	expenses	aren’t	getting	out	of	hand	or	that	we	haven’t	gotten	into	the	
habit	of	paying	what	we’re	just	used	to	paying.		

The	cost	of	acquiring	new	clients	and	often	the	effort	as	well	is	really	high.	It	always	is.	
Clients	don’t	miraculously	land	at	our	doorstep.	Some	of	you	have	started	to	work	out	
that	flow	and	they’re	coming	in	a	lot	more	easily	than	they	were	before.	Client	
Acquisition	is	so	often	the	high	cost	in	a	business.	Once	we’ve	got	clients	and	they’re	
becoming	loyal	and	raving	fans,	those	people	are	often	wanting	more	services.	We	can	
bundle	services	together	for	them.	We	also	have	to	think	about	how	we	can	increase	
sales	to	existing	customers	and	nurture	them	more	as	opposed	to	always	going	outside	
to	find	new	customers.	How	many	existing	customers	would	be	looking	for	something	
more	in	terms	of	higher	level	service	and	perhaps	you’re	missing	out	on	them?		

Definitely	linked	to	profit	leaks	is	tracking	the	numbers	and	having	a	handle	on	them	so	
that	you	have	a	picture	in	your	mind	as	to	the	health	of	your	business	and	you	know	
what	that	looks	like.	What	are	you	currently	doing?	Is	it	a	head	in	the	sand	approach,	
not	doing	anything,	hoping	and	praying	method?	The	goal	becomes	that	monthly	you’re	
going	to	start	to	track.	I	wouldn’t	recommend	doing	it	less	than	monthly	–	too	much	
happens	in	a	quarter	and	you’ll	create	some	messes	in	the	business.		

Those	are	some	great	examples	of	key	profit	boosters.	I	wanted	to	just	share	with	you	
some	goals	I’ve	put	together	on	one	simple	worksheet.	Especially	at	this	time	of	year,	
we’re	going	to	go	into	January	setting	those	strategic	big	goals.	It’s	always	a	really	
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exciting	session	looking	at	the	New	Year	but	I	want	you	to	start	to	think	about	these	
numbers	beforehand	so	you	can	get	a	comfort	level	with	them.	Don’t	feel	so	fearful.	
Start	to	ask	yourself	some	questions	upfront.	I’m	going	to	start	to	have	some	sessions	
with	you	one-to-one	so	the	sooner	we	can	think	about	this	the	better.		

In	terms	of	maximizing	your	profit,	you’ve	got	to	think	about	your	overall	revenue	goal	
for	the	year.	That’s	based	on	the	business	needs	–	how	many	clients	you	want	to	be	
serving	-	but	it’s	also	based	on	your	lifestyle	goals.	How	much	salary	do	you	want	to	be	
paying	yourself?	That’s	got	to	come	out	of	your	revenue	goals	as	well.	I	like	to	break	it	
down	into	an	average	monthly.	It	becomes	a	monthly	target	as	opposed	to	this	big	lofty	
yearly	goal.		

I	also	want	you	then	to	take	an	honest	look	at	your	performance	in	the	business.	If	you	
were	bringing	in	an	outside	consultant	to	assess	your	performance	honestly	how	well	
would	they	rate	you?	Are	you	giving	it	everything	you	can	and	you	deserve	a	raise	
because	you’re	so	loyal	and	a	great	performer	and	you	actually	deserve	a	raise?	Or	is	
this	a	case	where	you	need	to	go	in	for	a	performance	review	and	be	put	on	a	warning	
that	you’re	going	to	be	out	the	door	if	you	don’t	get	your	act	in	gear?	Just	be	honest	
with	your	own	rating.	You	want	to	think	about	what	the	salary	is	that	you	want	to	be	
paying	for	the	work	you’re	doing.	That’s	why	we	say	it’s	an	appropriate	salary.	It’s	not,	
“I’m	the	CEO	of	my	own	business	therefore	I	deserve	this	at	this	time,”	because	you’ve	
got	to	look	at	if	the	business	can	afford	to	pay	you	that	amount.	Have	you	been	
performing	at	that	level?		

You	want	to	put	down	your	good	salary	–	this	is	what	you	feel	really	happy	starting	with	
–	and	then	you	can	put	down	your	better	salary	for	business	growth.	Best	salary	is	going	
to	be	next.	Start	to	set	some	goals	around	what	that	salary	looks	like.		

That	last	place	is	starting	to	think	about	profit.	Some	of	you	might	be	at	a	place	where	
you	can	say	if	I	can	break	even	and	make	all	of	my	expenses	and	pay	myself	a	salary	for	
the	next	year,	I’m	really	good.	I’m	ok	with	you	having	that	as	a	goal	as	long	as	you	
thought	through	it.	I	want	you	to	think	of	that	as	a	goal	–	that	percentage	that	you’d	like	
to	be	seeing	in	profit	over	the	next	year	-	so	you’re	really	starting	to	consciously	build	
that	in.		
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I	know	I’ve	covered	a	lot	today	so	let	me	do	a	quick	recap	before	I	open	up	the	line.	
Think	about	profit	as	“profit	with	a	purpose.”	What’s	the	good	that	you	want	to	be	using	
that	extra	for?	Start	to	think	about	setting	those	profitability	goals.	I	covered	some	key	
areas	where	you	can	be	leaking	profits	out	of	your	business.	What	examples	work	for	
you	and	your	business?	Start	to	ask	yourself	what	this	is	costing	you	and	what	are	some	
new	actions	you	can	commit	to	moving	forward.	Look	at	some	of	those	key	profit	
boosters.	If	you’re	plugging	those	leaks,	is	that	all	you	need	to	do	for	now	or	do	you	
need	to	think	about	profit	boosters	as	well?		

Just	pick	one	or	two	things	maximum	that	you	can	be	working	on.	You	can’t	get	into	
overwhelm	and	you	can’t	do	everything	at	once.	What	I’ve	given	you	here	is	honestly	
enough	for	you	to	be	working	on	for	a	whole	year	systematically.	Break	it	down.	Lastly	
start	to	write	down	revenue	goals.	What	would	be	the	salary	that	you	would	want	to	
pay	yourself	and	what	would	be	a	profitability	goal	for	the	year	coming	up?		

	

	


