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So far in this book, you have read through some of the basics for an 
overall view of business and how you might structure it appropriately. 
Now it’s time to talk numbers.

There are two types of people in the world: those who like and are 
interested in financial information and those who are not. What I have 
found is that the people who do not like reading business numbers 
are people who have not been given the opportunity to learn how to 
properly do so. In practice, even my most defiant customers who ini-
tially did not want to know anything about the financial health of their 
company—or lack thereof—once educated, now enjoy reading this 
information, and are in fact excited about it. The trick is to start off 
small and get them used to a couple of business indicators so they 
understand the importance. Then gradually show them how to read, 
interpret and analyse the information they are presented.

One of my favourite experiences in business is seeing business owners 
go from not wishing to open the financial reports that I present, to ea-
gerly opening and reading the reports before I’ve even had the chance 
to present. Everyone is capable of reading, interpreting and analysing 
financial information; they just have to be properly shown how.

SUCCESS TIP

If you don’t like reading financial information, seek people who 
can teach you to understand. You may find that you actually like 
numbers once you are shown how.

In this chapter I am going to step through how to start charting the 
course of your business from a financial perspective. This is where 
we start to link the strategy to the outcome. Remember the analogy 
that I have been using in this book about travel? Well, what I am about 
to do is explain how you set the map. Remember that the map is the 
strategy to get you towards your vision, Why or destination. Often I 
find there is a significant gap that exists between the goals set out in a 
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business plan and the way business owners operate their businesses. 
The missing link is an implementation plan. Most of my time is spent 
teaching business owners how to set the plan and then concentrate 
on how to implement the plan. Regularly, business owners will write 
magnificent business plans that sit on the shelf. People start operating 
the business without consulting these plans again. Often the plans 
are too conceptual, so they are difficult to implement. This is the main 
reason I spend considerable time writing implementation plans. The 
trick is to use tools that do not require a laborious amount of time to 
prepare and use. As business owners, you are time-poor. You don’t 
have the luxury of spending time ‘planning’. You need to spend every 
bit of your time early on in your business life ‘doing’. As the business 
grows and develops, your time will be freed up to work more on your 
business, but early on it is tough.

Budgeting
Part of the business planning process is to complete a budget. All busi-
ness owners at one point in their lives have struggled with completing 
a budget. Why is this the case? The answer is simple. We can’t predict 
the future. So unless we have been blessed with abilities to see into the 
future, we may find it hard to know the best steps to take in business.

Let’s break this down further. What part of the budget do we find easier 
to complete than other parts? Most people can predict the future costs 
of the business because they are more finite and known. The struggle is 
predicting the future sales. Business owners of established businesses 
may find it easier to predict the future sales as compared to start-ups 
because businesses that have been around for a while can look back 
on past and current sales. However, as noted in Chapter 1, history is not 
always a good measure of the future, especially in our rapidly changing 
global economy. Moreover, the future of some businesses is easier to 
predict than others. When businesses have long-term contracts with 
customers or strong relationships with their customers, they usually 
enjoy more predictability than businesses that don’t.
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For simplicity, business models can fall into two groups: relationship 
and transaction-based businesses. A relationship business is one where 
customers will continually and regularly purchase your services and 
products. A transactional business relies on one-off purchases from your 
business. In some businesses there is a blend of both. For example, 
real estate agents have a very transactional business, where most of 
their customers will buy from them once. (This highlights the differ-
ence between relationship-based businesses and transactional-based 
businesses. Particularly, how transactional businesses need to budget 
knowing that the revenue is unpredictable. If the statistic ‘on average, 
people will purchase real estate every seven years’ is partly true, then 
this focuses how the real estate agent needs to manage success, in 
particular, that there needs to be a strong focus on good relationships 
outside the immediate customer.) So you can see that it would be hard 
to predict the future sales in real estate. However, there are customers 
of real estate agents that would buy more regularly when a stronger 
relationship is cultivated, such as property developers. Also, people 
are more likely to recommend a real estate agent whom they trust and 
have built a rapport with.

A great example of a relationship business is an accounting firm. 
There is a greater likelihood that customers of an accounting firm will 
continue to buy the services based on the relationship. Another type 
of business may be a subscription-based model, where people sign up 
to contracts over a period of time. Contracts provide a high degree of 
certainty of future revenue. What is not certain is the level of renewals 
of the contracts.

Because business owners find it hard to predict the future, they tend to 
budget conservatively. They will increase the income and expenses by 
10%. So if they did $1m in sales last year, then they forecast they will 
do $1.1m this year. The issue that arises here is that there is absolutely 
no accountability to reach that goal. When I sit down with customers 
for a ‘business owners’ monthly review’, to see if they are on track with 
their budget, I will ask why there is a variance. More often than not, 
they are not sure. Just to highlight the point, it is not just about getting 
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